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Abstract
This project was initiated to identify changes needed for the existing structure of the business analysis process and the 
organization of Business Analysts within the Information Technology (IT) department of a major financial institution. 
The organization currently experiences a large number of quality issues that are found after the products are 
implemented rather than during project Initiation, Planning or Execution phases. This results in re-work costs, 
shortage of resources for strategic initiatives and issues with both employee morale and customer satisfaction. 
Management has identified weak business analysis processes as a key driver in the high number of resource hours 
spent on day-to-day unplanned issues.
Analysis of data collected from interviews conducted with a cross-section of the IT staff were used to identify areas to 
be considered for process improvement. The current state was researched using data obtained from the interview 
process and data analyzed and prioritized using Cause and Effect Analysis. Pareto and Tornado analysis provided 
further insights into the data. Using the results of the data analysis, some potential short-term and long-term solutions 
were selected to address identified weaknesses, and potentially reduce time spent on unanticipated non-discretionary 
tasks, thereby increasing the availability of resources to address the organization’s key initiatives.
Introduction
Background
With all of the technology available in today’s market, financial institutions must deliver new and innovative products 
and services to stay competitive and retain their customers. This is even more important if the organization wants to 
increase profits and expand into new areas, making it even more advantageous to have an edge over the competition. 
Today’s customers are much more technically savvy and expect their financial institutions to provide them products 
and services that make day-to-day financial transactions simpler. In this environment, organizations are wise to 
examine their organizational structures and processes with a goal for continuous improvement.
The organization examined in this study is an Information Technology (IT) department within a large, successful, 
financial institution. They have a solid reputation, known for excellent customer service and innovative technical 
solutions. Each year, during the annual planning process, key initiatives are identified to provide new services to its 
customers, maintain their technological edge, and grow the organization.
In recent years, the subject financial institution’s annual project initiatives have had a low completion rate. In 
addition, an examination of the resource hours for IT staff indicates that resources spend the majority of their time on 
non-discretionary projects rather than their key discretionary projects. As seen in Exhibit 1 below, data analysis of 
resource hours within the IT department indicates a continuing decrease in the percent of time resources spend on 
development, indicating a continuing loss of development resource hours, in spite of an overall increase in resource 
hours.
Within the IT department teams, the same resources are responsible for both discretionary and non-discretionary 
projects. As a result, when unplanned issues arise, resources are required to put their discretionary development work 
on hold to address day-to-day issues. By identifying and addressing the causes of the unplanned issues that are 
draining resources from key projects, it is anticipated that resource availability for these discretionary projects will 
improve. Executive management identified weak business analysis, particularly requirements processes, as a primary 
contributor to this issue, with project re-works, bugs and other quality issues occurring post-implementation for many 
projects.
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IT Resource Usage
Total Hours vs % Development Hours
•  Year Total Resource Hours
^ ^ ^ — % Development —  Linear (Total Resource Hours)
—  Linear (% Development)
Exhibit 1-Analysis o f Total IT Resource Hours vs. % Development Resource Hours
IT teams are arranged in a silo like configuration shown in Exhibit 2 with resources dedicated to a specific business 
unit rather than being on functional teams. Teams are comprised of a manager, a supervisor, programmers and 
business analysts who are responsible for all projects for their business unit, excluding network services. This silo 
approach will also be examined to evaluate its effect on the decrease in resource hours being used for development, 
since the silo team structure permits very little resource sharing across teams. With no resource sharing, some 
resources may be underutilized and could be assisting other teams that are short on resources.
Exhibit 2 - IT Team Structure
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Problem Statement
The organization’s annual planning process identifies, prioritizes and schedules discretionary projects designed to 
provide new and upgrade existing technology to improve its competitive edge and deliver quality products to its 
customers. The completion rate of the annual discretionary projects within the subject financial institution has been 
decreasing. A review by management of the use of resources (Exhibit 1) reveals that a majority of the Information 
Technology’s resource hours are spent on non-discretionary projects rather than the discretionary projects that are 
important to the overall success of the organization.
One of the primary drivers of the disproportionate amount of time spent on non-discretionary projects, including 
project re-works and bug fixes, was identified by management as internal business analysis processes, primarily the 
lack of effective project requirements gathering. In addition, the structure of project teams within the IT department 
has a silo configuration, with teams aligned with business units rather than by function. This project will examine 
both team processes and structures to identify areas contributing to the high resource hours needed to support 
unplanned non-discretionary tasks and projects.
Research Method/Approach
With the IT teams structured in silos and with each having some autonomy of how the teams are managed, the best 
approach to get a clear picture of the departmental processes was to gather feedback from a cross section of resources 
across several teams. Interviews were used to gather data, using open ended questions designed to identify factors 
contributing to the high number of resource hours spent on unplanned non-discretionary projects, including project re­
works and bug fixes.
Initially the plan was to contact all members of the IT staff with the goal of twenty participants. Discussions with the 
IT management team resulted in reducing the contact list from forty to fifteen. The management team authorized on­
site interviews during regular business hours. Participant acceptance was very good with thirteen interviews obtained, 
and an average of one hour spent with each participant. Although the sample size was less than hoped for, the group 
ranged across all roles within the IT organization with representation from a cross section of the teams.
Once the data was collected, responses were analyzed using cause and effect analysis, working back to possible root 
causes. In an effort to further refine the data, a subset of the group was contacted for additional feedback. Similar 
responses were grouped together as shown in the example in Exhibit 7; their root cause identified using the Ishikawa 
diagram in Exhibit 3 along with “Five Why” analysis. The frequency of comments relating to individual root causes 
were tallied to score each root cause.
A Pareto analysis was used to assist in assessing the cause and effect analysis. The Pareto Analysis is a statistical tool 
used for decision-making based on a principle first observed by Vilfredo Pareto and Italian economist. He observed 
that 80% of the money in Italy went to 20% of the population. The Pareto principle has been applied to many 
scenarios, including the theory that 80% of issues are caused by 20% of the problems, and was popularized by a 
quality management expert, Joseph Juran, in 1940. (Haughey, 2014) The Pareto principle was applied to the 
frequency data received from the cause and effect analysis.
The Pareto chart shown in Exhibit 10 was used to prioritize the root causes for areas of concern identified in the 
interview process, with the goal of identifying and prioritizing need for change. This methodology permitted the 
researcher to identify those root causes related to the largest number of reported issues, and potentially have the 
greatest benefit by giving priority to addressing those root causes first. In addition, executive management provided 
feedback for an impact analysis (Exhibit 11) to evaluate potential benefits of applying Best Practices to the identified 
root causes across organizational areas of IT based on the POPIT ™ model: people, organization, process, information 
and technology.
Executive management is risk adverse, and the Tornado diagram can help to determine the sensitivity of the system to 
change. A Tornado diagram (Exhibit 12) was used to assist in evaluating the potential impact, positive and negative,
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of making changes to each of the identified root causes. The Tornado chart is a special kind of bar chart used in 
sensitivity analysis for comparing the relative importance of the variable. (Project Management Institute, 2013)
The SWOT Matrix is another valuable tool used in this study. Strengths, weaknesses, opportunities and threats 
(SWOT) were gathered as part of the interview process, and incorporated into a matrix in Exhibit 14. Strengths and 
weaknesses are internal elements within the IT organization, while opportunities and threats are external. The value of 
this SWOT analysis in strategic planning and decision-making is to use strengths and opportunities to help determine 
the best approach to address weaknesses and threats. (Harrison, 2015)
Data Collection
Fifteen potential participants out of a group of approximately forty IT staff members were identified. Prospective 
participants were selected from across all job categories, including executives, managers, supervisors, programmers 
and business analysts. Participation was voluntary, supported by the project sponsor and executive team, with 
interviews performed during regular business hours. Follow up with several participants was conducted to validate 
the data and to get feedback relating to anticipated impact of identified areas of concern.
Open-ended interview questions were designed to provide feedback on the status of the organization from a cross 
section of staff. Notes were taken on the responses by the interviewer with all comments recorded for later analysis. 
When appropriate, additional explanation was requested on specific topics to get clarification. Interviews were 
characteristically one hour in length.
Data Analysis
Data obtained from the interviews was refined to identify the participants’ areas of concern. Ishikawa diagrams and 
the “Five whys” methodology were used to further refine the data and identify root causes. The Ishikawa diagram 
(Exhibit 3 ), sometimes call a Fishbone diagram or spider chart, is a cause and effect analysis tool, and was useful in 
identifying the
Exhibit 3- Ishikawa Cause and Effect Analysis
root causes related to participant comments. By stepping backward from the observed behavior and asking what could 
be contributing to this problem, underlying processes were identified. In this study, the symptom is a decreasing 
percent of resource hours charged to discretionary projects in spite of a continual increase in resource hours as 
demonstrated in Exhibit 1.
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Analysis via the Pareto diagram, impact versus risk analysis (Exhibit 15) and Tornado chart (Exhibit 12) were used to 
identity areas within the IT organization to receive primary focus for possible process improvement. Root causes for 
the areas of concern were prioritized for potential process improvement based, with highest priority given to those 
areas that would take into account the Pareto analysis while also considering potential risk and ease of implementation. 
Some consideration was also given to those areas identified in management’s assessment of impact, but the results of 
the Pareto analysis was given more weight.
Best Practices
A variety of books and articles were used to establish current recommended methodologies for business analysis.
Roles and responsibilities, business analysis processes, and recommended organizational structures were researched. 
The International Institute of Business Analysis (IIBA), the Chartered Institute of Information Technology (BCS) and 
Project Management Institute (PMI) were primary resources used to identify best practices.
Today’s culture dictates that there is “never time enough to do it right, but always time enough to do it over.”
Research by Raymond Dion from Raytheon found that forty percent of project budgets for software projects are spent 
on re-works. Other researchers, such as Barry Boehm estimate that it is closer to fifty percent of project cost. (BCS 
The Chartered Institute for IT Edited by Debra Paul, 2010)
Roles of the business analyst are diverse and best practices differentiates between the business analyst and the business 
systems analyst. Business analysis is defined as the set of tasks, knowledge and techniques required to describe the 
current or future problems, goals, needs, products, stakeholders, processes, organizational structure and/or other 
relevant aspects that add value to the business. The focus of business analysis is broad but abstract. Specialists, such as 
business systems analysts, will provide detailed solutions. (Foorthuis & Brinkkemper, 2009)
Systems analysis is defined as the set of tasks, knowledge, and techniques required to describe an existing or desired 
information system in terms of its context, boundaries, constraints and functionality. This kind of analysis is therefore 
not concerned with technical design, but instead with specifying the requirements of the software and possibly 
hardware. Systems analysis takes as its input the artifacts that are the result of a business analysis. (Foorthuis & 
Brinkkemper, 2009)
While organizations implement roles in a variety of forms, it is far more effective to define what business analysis is 
than to specify what comprises the role of the business analyst. An organization may find that business analysis tasks 
for a project are completed best by assigning a team of business analysts to the work. The work could also be 
completed by one business analyst, or by someone assigned to perform a combined PM/B A (hybrid) role, or other 
combinations. Ultimately, for project success, the important factor is that the business analysis activities are being 
performed effectively, consistently, and with sufficient quality. It is less important to know the title of the person 
performing the business analysis work. (Project Management Institute, 2015)
The business analyst roles needs to be clearly defined through the business change lifecycle. (Exhibit 4) The business 
analyst roles are important to the success of the project, with involvement in all aspects from alignment and definition, 
ensuring that the solution will satisfy business needs, through implementation and realization. Many organizations 
have failed to bring business analysis processes into the business change lifecycle at the start, causing a lack of 
alignment with business needs. Omitting to ensure proper alignment can result in the development or adoption of 
changes that fail to deliver business benefits and result in wasted resources, including human resources. (BCS The 
Chartered Institute for IT Edited by Debra Paul, 2010)
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Business Environment Business
Exhibit 4- The Business Change Lifecycle
In business analysis, needs assessments should be performed to examine the business environment and address either a 
current business problem or opportunity. A needs assessment may be formally requested by a business stakeholder, 
mandated by an internal methodology, or recommended by a business analyst prior to initiating a program or project. 
As used in the PMI practice guide, a project is a temporary endeavor undertaken to create a unique product, service, or 
result. A program is a group of related projects, subprograms, and program activities managed in a coordinated way to 
obtain benefits not available from managing them individually. (Project Management Institute, 2015)
Needs assessment work should be performed before program or project work begins, and should occur in the 
aligmnent and definition steps within the business change lifecycle, therefore it is said to involve pre-project activities. 
However, during the course of a project, should external factors change (e.g. corporate merger, large percentage loss 
of market share, etc.), which influence or impact the project in process, the strategic business analyst will need to 
revisit the assessment and decisions made earlier to ensure they are still relevant. (Project Management Institute,
2015)
The RACI chart illustration in Exhibit 5 gives one possible approach for the needs assessment and illustrates the 
various roles of the stakeholders. The acronym RACI represents the involvement: responsible, accountable, consulted 
and informed. Clarifying the roles of each of the stakeholders in this manner creates a simple visual representation of 
the participation level of each of the team members while clearly communicating expectations for the listed set of 
requirements. (BCS The Chartered Institute for IT Edited by Debra Paul, 2010)
A needs assessment should include a gap analysis to analyze and compare the performance of the organization against 
the desired or expected performance. The analysis done during the needs assessment will then be used to create a 
business case. The needs assessment and the business case are instrumental in defining the project objectives and are 
the foundation for creating the project charter. (Project Management Institute, 2015)
Once initial assessment of the project has been completed and a project charter prepared, the Project Charter and all 
supporting documentation would be provided to the product owner and executive committee for review. Having this 
information available prior to authorizing the project will serve to reduce the number of resource hours currently spent 
on projects that are later canceled, or having resources over-committed because the size of the project was 
underestimated.
© 2015, C. Sue Dulaney
MSPM 686B
7
S p o n s o r
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Exhibit 5- Example ofRACI Chart for Needs Assessment
Journal articles in the Harvard Business Review further support the value of the pre-project or strategic needs analysis. 
H.L. Mencken was quoted as saying, “There is always an easy solution to every human problem- neat, plausible, and 
wrong.” (Mencken, 1949)
Businesses often pursue technology solutions for the wrong reasons. Andrew McAfee points out in “Mastering the 
Three Worlds of Information Technology” (McAfee, November 2006); companies often “invest in a technology 
because everyone else in the industry has purchased it or because it comes with glowing recommendations from 
consultants, analysts, and journalists.” He casts this practice as an outside-in approach to problem solving: “Executives 
describe a technology that’s available in the outside world and propose that it should be brought into the company. No 
one stops to think about whether the organization actually needs the capabilities that the technology offers.”
McAfee calls instead for an inside-out approach whereby leaders first scrutinize the needs and capabilities of the 
business in order to clarify a vision for it. The specific technologies required, if any, will then come into focus.
(Moyer, May 2008)
Once initial assessment of the project has been completed and a Project Charter approved, the importance of the 
business analysts continues. Roles can vary from organization to organization, and as mentioned earlier there are 
several varieties of business analysts. To clarify the various skills needed in the business analysis process, it would be 
beneficial to have an overview of the functions that a business analyst may provide. Key to the success of the business 
analysis process is the strategic analysis discussed as part of the pre-project analysis.
Also important to the success of a project is an effective requirements management process. It is imperative that there 
is a consistent process and a clear strategy for gathering and documenting requirements. Possible steps in this process 
are demonstrated below in Exhibit 6: (BCS The Chartered Institute for IT Edited by Debra Paul, 2010)
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Business Context
Mission, O bjective, Strategy and Tactics
Exhibit 6- Requirements Management Process
Having a process is important, but along with a clearly defined process, flexibility is needed since one size does not fit 
all, and terminology can mean different things to different people. While this process shows as a straight-line process 
in Exhibit 6 above, it may be more appropriate to show these as continuous processes since there is a constant 
refinement that needs to be done as the requirements are defined.
Examining process within the discovery or requirements definition step, Ivy Hooks and Kristen Farry have expanded 
the requirements definition process into a nine-step process. ( (Hooks & Fany, 2001)
1. Scope the product by defining needs, goals and objectives, mission or business case, high-level operational 
concepts, customer requirement, constraints, schedules, budgets, authority, and responsibility.
2. Develop operation concepts, expanding them to cover all phases of the product’s life.
3. Identify interfaces between your product and the rest of the world, clarifying your product’s boundaries, 
inputs and outputs.
4. Write requirements to guide product design toward what your customers need and want.
5. Capture the reason for the requirement’s existence for each requirement and expose potentially dangerous 
assumptions and incorrect facts.
6. Level requirements according to system and sub-systems, ensuring that all requirements are written to the 
right level and can be traced back to their origins.
7. Assess verification of each requirement, identifying the verification technique and facilities and equipment 
required.
8. Format requirements and supporting documentation to ensure that you have included each of the appropriate 
types of requirements and that your development team members can find all of the requirements they must 
meet.
9. Baseline requirements after validating that they are correct, complete, and consistent, meet the project scope 
and do not add gold plating.
This process model does not explicitly call out requirements analysis as a specific step, however, requirements 
analysis will be performed in each of the nine steps. According to the authors, the type and amount of analysis needed 
will depend on the unknowns and the complexity of the project. (Hooks & Fany, 2001)
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Research Finding/Results
Review of feedback from the initial interviews of the thirteen participants provided a large amount of data. Initially 
this data was broken down by individual participant feedback, followed by a grouping of similar comments. Cause 
and effect analysis was performed on these comments, utilizing "Five Why” analysis to identify potential root causes. 
Once the data from all participants was tabulated, the aggregate data was presented to three of the original volunteers. 
Feedback from this group indicated agreement with the data collected, and there was strong agreement among the 
reviewers that they had experienced similar situations. Results of this analysis were then used to create a Pareto 
diagram, demonstrating the frequency of each of the fifteen root causes derived from the interview results. Those 
issues to the left of the line perpendicular to the x-axis in Exhibit 10 illustrates the priority of issues for potential 
change. According to the Pareto theory, addressing these top issues will provide improvement in the high usage of 
resource hours charged to non-discretionary projects.
The 80/20 rule of Pareto Analysis identified as the “vital few” (Exhibit 10) areas for this study; that is, the root causes 
that could net the greatest benefit. Because of this analysis, six of the fifteen root causes fell into the “vital” view.
That is, the problem areas identified in order of frequency reported were silo team structure, requirements gathering 
process, balancing of resources with demand, strategic business analysis, production support, and new business 
analysis methodologies. Further analysis using feedback from executive management was used to determine if other 
factors, such as risk or impact on specific areas to the department would affect their priority or significance
A SWOT analysis (Exhibit 14) in was also used to demonstrate reported strengths and weaknesses within the IT 
organization, along with external opportunities and threats. The value of this SWOT analysis in strategic planning and 
decision-making is to use strengths and opportunities to help determine the best approach to address weaknesses and 
threats. (Harrison, 2015)
Data Collection
Thirteen of the fifteen potential participants volunteered for the study. Each was interviewed in private and asked a 
series of open-ended questions relating to the IT departments processes with regard to handling non-discretionary 
(production support) and discretionary (development) projects and how business analysis processes and team stmcture 
contributed to the high incidence of unplanned non-discretionary projects such as product re-works and bugs. 
Information regarding possible improvements was also requested to provide further discussion points, and to gain 
additional insight into the organization’s strengths as well as problem areas. The researcher took notes on each 
interview, capturing all statements made by the participant whether relevant to the question or not. Some participants 
had to be guided back to the focus of the interview, but most were very co-operative and forthcoming with insights and 
recommendations.
Data Analysis
Initially, the data was reviewed and similar responses were grouped together (Exhibit 7). Using a table participant 
responses group by similar responses and tallied by participant number. Only one point was awarded per participant 
for any reported concern, whether mentioned once or multiple times.
1 2 3 4 5 6 7 8 1
n o  p ro c e s s s  a n a ly s is i/ V*
in c o n s is te n t b u s in e s s  
a n a ly s is  p ro c e s s e s  [n o  
b u s in e s s  m o d e lin g )
s'
R o o t C a u se  A n a ly s is  o r 
L e s s o n s  Lea rn e d  n o t d one
V
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Exhibit 7- Data collection worksheet
Fifteen root causes were identified using cause and effect analysis and 5-Why Methodology. The Delphi Method was 
then used to further refine the data, having a subset of the group of participants go back and review and comment on 
the root cause analysis.
Exhibit 8- Ishikawafor Root Causes o f Unplanned Non-Discretionary Resource Hours
The Ishikawa (Fishbone) chart1 above (Exhibit 8) represents a portion of the causes identified in this research project 
and has been condensed to represent a cross section of each represented area. To facilitate discussion of the identified 
root causes in tables and charts, short names were assigned. Exhibit 9 provides a description for each of these root 
causes, and are important in the analysis and recommendations for these areas.
1 (Six Sigma Tutorial, 2005-2011)
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Root Cause Short Name Summary
lack of business and process 
analysis processes
ad hoc business 
analysis
need business modeling processes to enhance the business 
analysis process
ineffective method for 
balancing resource availability 
with project demand
resource capacity 
management
need improved skills in creating balance between available 
resources and project planning
inefficient use of business 
analyst resources resource usage
resources often expected to cover too many projects at 
once, causing loss of focus and creating possibility for 
errors
lack of effective 
communication
weak
communication
skills
weak communication skills between team members, teams 
and stakeholders
lack of recognition for team or 
individuals
rewards and 
recognition
no formal high visibility recognition of team or individual
success
lack of accountability lack of accountability
ownership not clearly communicated and unclear person 
responsible to make decisions
no change management process 
for project change requests
scope change 
management
no scope management process defined. Scope changes not 
formally signed off by project sponsor or clearly 
documented
no consistent production 
support process
production support 
process
unplanned day-to-day issue management procedures are 
not clearly documented
no standardized project closure 
process
project closure 
process
implementation process is not consistent for stakeholder 
approval, training, documentations and migration to 
production
no standardized requirements 
process
requirements
process
no documented standardized requirements gathering 
process
no standardized testing process ad hoc testing
lack of uniform testing procedures or separation of duties. 
Business analyst may write requirements and perform 
testing on project risking not spotting misunderstood 
requirements
no strategic business analysis strategic business analysis
need process to perform high level project analysis (project 
charter, roi, feasibility) to assist management in business 
decisions
out of date project request 
system pm application
current project request system does not have wide range of 
capabilities needed for department needs
teams aligned by customer and 
not by function silo team stmeture
resources dedicated to specific business units/teams; 
restricts ability to learn new things, limits resource 
availability; restricts communication
unclear job requirements roles &responsibilities
new job descriptions needed to better define roles and 
responsibilities of business analysts and match required 
business analysis skills
Exhibit 9- Root Cause Short Names and Description
The Pareto analysis for this project was created using the count and the cumulative percent of the root causes sorted in 
descending order. This approach permits a clear vision of where the most significant gains can be made. In the Pareto
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analysis in Exhibit 10, the “20% that will give you 80% of the improvements” are identified at the intersection of the 
80% vertical axis with the cumulative percentage line and then dropping a line to the x-axis.
Pareto Analysis of Root Causes
Count by Root Cause Cumutatrve%
120%
100%
RO%
60%
40%
20%
0%
Exhibit 10- Pareto Analysis by Root Cause for Resource Hours for Unplanned Non-Discretionary
Based on the theory of the “vital few” as described by Haughey and applied to the Pareto chart priority would be to 
construct a line from the 80% line parallel to the x-axis and draw a perpendicular line at the point where the line 
intersects the cumulative percentage line. You would then give priority to the issues to the left of the line shown in 
Exhibit 10. That would indicate priority issues to be the silo team structure, the requirements process, resource 
capacity management, strategic business analysis, production support process, and ad hoc business analysis. Those 
root causes on the left side of the line dropped on the x-axis are what some term as the “vital few”, with the remainder 
being labeled as the “trivial many” (Haughey, 2014)
To determine potential effect of changes, executive management was asked to rank impact across all POPIT ™ 
components using a scale from 0 to 5 with zero indicating no impact and 5 high positive impact. In Exhibit 11 below 
color codes have been utilized to more easily observe results across all POPIT ™ classes, with dark green being 
identified as high impact for the given class. People, Organization, Process, Information and/or Technology as well as 
the indicator for above average across all classes.
The following components were examined with the POPIT ™ methodology and defined as listed below to executive 
management for them to consider when evaluating impact (Exhibit 11):
• People - Roles, job description, skills, competence, management activities, culture and communication
• Organization - Business model, external environment, capabilities and business memory
• Processes - Value proposition, value chain and core business processes
• Information - Information requirements and standards
• Technology - Technical and application architecture
The sample size for staff interviews was smaller than planned and did not include all teams, so there is some risk that 
the Pareto analysis and root causes analysis are not representative of the entire department. However, considering that 
the majority of the participants of the study are closer to the process, and that the scoring for the Pareto diagram was 
based on how many of the participants found issues in the same areas, for the majority of the named areas, the data 
appears to have value. In addition, once the data was tabulated, a sub-group of the participants reviewed the data set
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and root causes and provided feedback. In this review process, there was only one reported issue that was considered 
to be an outlier, in that none of the participants that reviewed the process had similar experiences. This issue was 
noted, but was considered as an outlier.
Effect of Improving Root Cause (Scale) 0 (No Impact) O  5 (High Impact)
RootCause/POPIT People ®r9a^ ation Process Information Technology Average
weak communication 
skills 3 3 5 5 3 3.80
PM application 3 4 5 4 3 3.80
strategic business 
analysis 3 2 5 4 4 3.60
ad hoc business 
analysis 4 0 5 4 4 3.40
roles & responsibilities 5 5 2 4 0 3.20
requirements process 2 0 4 5 4 3.00
scope management 0 2 5 4 4 3.00
ad hoc testing process 2 3 4 3 0 2.40
lack of accountability 5 3 4 0 0 2.40
silo team structure 5 4 2 0 0 2.20
resource capacity 
management 5 4 2 0 0 2.20
production support 
process 2 2 3 3 0 2.00
rewards and recognition 3 0 3 2 1 1.80
no project closure 
process 3 2 4 0 0 1.80
resource usage 3 0 0 0 0 0.60
Total by POPIT class 48 34 53 38 23
Exhibit 11 - Impact o f Root Cause on POP IT ™  Categories; Management Assessment
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Comparing the top six areas from the Pareto diagram (team structure, requirements, resource capacity planning, 
strategic business analysis, production support and ad hoc business analysis) with the results of impact analysis in 
Exhibit 11, was done to clarify points of consensus between the Pareto diagram and management. If we consider 
priority areas of concern to be those that received above average scores (3 and above), the areas would intersect with 
the Pareto diagram in the strategic business analysis, ad hoc business analysis and requirements processes, but 
management’s view of other significant areas were communication, an up to date project management system, roles 
and responsibilities and scope management. Team structure, resource capacity planning and production support 
processes averaged below the designated score of three set to determine if it was “worth pursuing” for this analysis. 
To further investigate management’s insight into needed changes in the organization, additional data was gathered.
A Tornado diagram was created to assess the relative sensitivity of process changes to root causes against 
management’s perceived risk (negative and positive) to the organization. These scores were assigned based on 
perceived risks of how changing the status quo might affect the designated process. Executive management is risk 
adverse so that risk of negative (unacceptable) response to changes were also evaluated. Being adverse to risk, the 
mid-point, or lowest acceptable risk was set at +1 to minimize risk of any negative impact.
-5 (High +5 (High
Risk of Addressing Root Cause (Scale) Unacceptable 3  Acceptable
Impact) Impact)
Tornado Chart
Risk Analysis of Process Changes
-6 -4 -2 0 2 4 6
Lack o f accountab ility  
Lack o f recognition
O rganization grouped by custom er no t function
Poor req u irem en ts  gathering
Production S upport activities in te rfe ring  w ith ...
A d-hoc business analysis
Resource usage
A d-hoc testing  process
Scope change m an ag e m en t
Resource Capacity M a n a g e m e n t
U nclear roles and responsibilities
Lack o f e ffective  com m unications
Project closure process
Strategic Business Analysis
Project M a n a g e m e n t application
Negative
Positive
Exhibit 12- Tornado Chart to Evaluate Risk o f Change
The impact analysis and the Tornado chart may be considered a more subjective evaluation in this instance, since il is 
possible that management’s preferences are affecting their responses. However, it is also important to consider since, 
as stated before, customer buy-in is important, and recognizing their input does provide some insight into their 
concerns.
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As a way to interpret this data, a matrix of Risk versus Impact was created. Taking management’s feedback relating to 
impact on the POPIT ™ components and the risks assessment scores, a picture began to emerge for setting up a 
strategy. In Exhibit 13, the high impact/low risk group, designated as green quadrant below, brings management’s 
perspective into view. Their next level to address would be the grey quadrant with low impact/ low risk. Between 
these two quadrants, the majority of the root causes are captured, with the exception of the top item on the Pareto 
analysis, Team structure.
Team simemrr
Resource Capacity 
Management 
Production Support 
Procedures 
Ad hoc testing 
Project closure process 
Resource Usage
Exhibit 13- Matrix Analysis: Risk versus Impact
SWOT (strengths, weaknesses, opportunities and threats) analysis is a method for aligning the business needs and 
support process improvements. Feedback gathered during the interview was used to facilitate this analysis in 
Exhibit 14, auditing the strategic position of the department. The goal of the SWOT analysis is to attempt to use 
the strengths to convert the areas of weakness. The analysis will primarily look at how to use strengths to convert 
the weaknesses but will consider external forces at a high level.
The organization has the advantage of strong financial strength, with the resources and a competitive edge over its 
competition. In addition, the staff is highly educated with a wide range of talents and backgrounds in business 
and IT. Innovation has been encouraged, and all of these strengths provide an environment that is prime to 
support process improvements. However, on the other side of the balance is a group of staff members that are 
resistant to change. This is one of the primary risks in making changes to team structure and other processes. The 
interview process was designed to reach out to this group to identify their concerns and encourage discussion on 
needed changes. Team alignment was the area that met with the most resistance, with feedback that supported the 
current structure, including hesitancy to have functional team aligmnent rather than the current alignment with 
business units.
Current strengths include the alignment by business unit, with business unit satisfaction having increased by 
having a dedicated team of resources. Additionally, some of the resources that support the status quo are long­
term employees with deep understanding of specific applications. Having them willing to cross-train others in 
their areas of expertise would be invaluable to the organization, while also widening their horizons and having the 
benefit of their business knowledge. Buy-in from this group for any changes made is extremely important.
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SW OT Analysis
Exhibit 14- SWOT: Organizational Analysis
Best Practices
Books and articles were used to establish current recommended methodologies for business analysis. Roles and 
responsibilities, processes, and recommended organizational structures were researched.
Limitations and Future Research
This project was initiated to examine the relationship of business analysis and the resource hours spent on unplanned 
non-discretionary projects, and to identify areas within the business analysis process that could lead to reducing the 
time resources spend on unplanned non-discretionaiy projects. Some of the areas identified in the root cause analysis 
are outside of the control of the business analysis process. Initial recommendations will be based on the factors 
identified in the Pareto analysis, but other issues will be addressed as well at least peripherally by some of the priority 
root causes. This is certainly the claim of the Pareto theoiy, and in examining the list of root causes there will be some 
improvements for lower level issues based on changes made to the major ones. For instance, having a detailed 
business analysis process will also address the expected roles and responsibilities of Business Analysts.
A portfolio management office (PMO) has been organized to address some of the issues identified in prior research 
and recommendations. This project will not address those changes but will address the concerns primarily from a 
business analysis perspective. There are times when there is overlap between the two, and opportunities to enhance 
this area via the use of business analysis enhancements will be addressed.
Lessons Learned
This research project was planned with the support of the organization’s executive management and initial approval 
was received. However, the execution of the project was slowed down by delayed approval by the Institutional 
Review Board (IRB). As a result, communication between the researcher and die management team was put on hold 
pending approval of the research documents. This was a mistake. The management team and the researcher were not
© 2015, C. Sue Dulaney 17
MSPM 686B
on the same page with regard to the number o f participants and other details directly affecting the research design. 
Fortunately, common ground was found when discussions were re-established, however, following a lengthy delay 
while waiting for the IRB approval another 10 days were lost, pending scheduling meetings with the management 
team and coming to agreement on the size o f the contact list for participants and other details. Fortunately, even 
though the original plan was to contact all o f the approximately forty team members, with an expectation o f having an 
anticipated participant size o f twenty, the acceptance rate o f the smaller group was much higher than anticipated. Out 
of the fifteen participants contacted, thirteen were interviewed! In addition, the group met my goals for diversity. 
There were participants representing a majority o f the teams and all positions within the department from 
programmers and business analysts through executive management. This story had a successful conclusion, but the 
delay o f ten days to begin the interview process could have been avoided, had communication been kept open. Even 
though you think the sponsor understands and approves your approach, do not take anything for granted. Be specific 
and clear and get input from your host. Communicate clearly and often.
Conclusion
The IT team structure was created about ten years ago, to provide various business units within the organization with a 
technical team to be the ‘go to’ team for all o f their technical needs. From a business standpoint, this has been a 
successful approach. Business units feel supported in their day-to-day issues, and have a representative to assist in 
getting their annual projects done. The down side is that the team members are limited in their exposure to the overall 
vision o f the organization, are limited in the type of things they leam, and have little mobility since each team has 
different specialties based on their line o f business.
The business analysis process is important to the success o f an organization, and as the targeted organization has 
matured, business analysts’ roles have expanded, often resulting in resources being assigned to key development 
(discretionary) projects while also required to deal with unplanned non-discretionary issues that come up on a daily 
basis. Some teams handle this more strategically by having key project resources dedicated to that project, reducing 
the risk of missing target dates or making errors due to distractions. However, in many instances resources are told 
that non-discretionary projects have priority, and that they must address these issues before resuming their 
discretionary project work. This can be devastating to those discretionary projects that are planned for the year.
Root cause analysis of participant responses and the Pareto Analysis diagram (Exhibit 10) support management’s 
claim that the requirements gathering process and resources being in a silo-style team structure are high on the list of 
causes for the resource drain caused by unplanned non-discretionaiy issues and projects.
Additionally, the results o f the study indicate that the business analysis workflow needs to be reviewed and additional 
processes added. Some improvements can be made to the annual process by doing high-level analysis on the proposed 
projects, providing strategic business analysis to senior management. Deliverables for this high-level analysis or needs 
assessment would include a Project Charter including project size and scope, return on investment (ROI) analysis or 
cost benefit analysis (CBA) feasibility study. Other additions and changes to the business analysis process are 
indicated as well, including such important areas as business and process modeling,
With these changes, there will also be changes to the structure of the roles and responsibilities o f the business analysts. 
These possibilities need to be reviewed from several angles: What levels of business analysts are needed? What 
would roles and responsibilities be for each type?
Team structures also need to be considered when addressing these changes. Business analysis resources are located 
throughout the various teams, and typically only provide services to that team. As a result, there are times when some 
business analyst resources are over allocated while others are under or appropriately allocated. Sharing resources 
across teams, or having a specialized team to provide business analysis services should be considered.
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P rim ary A reas o f  C oncern
The data gathered from the interview process, once analyzed using Ishikawa cause and effect analysis, shown in 
Exhibit 8, identified fifteen root causes to be considered in making changes to the IT department, and identified by 
participants as contributing to the resource hours spent on unplanned non-discretionary resource hours. Several 
analysis techniques were employed to assist in determining the best strategy for addressing these issues, including a 
Pareto Chart, Impact Analysis, Tornado Chart and a SWOT diagram, using data obtained from interviewing a cross 
section of staff from the IT department and follow up discussions with a sub-group of the participants and executive 
management.
Prior to this research, management had voiced concerns over two of the fifteen key areas identified by Cause and 
Effect Analysis (Exhibit 8). These were weak requirements gathering process and the silo team structure. Both of 
these issues also rank high on the Pareto Chart (Exhibit 10) with the majority of participants reporting concerns 
relating to these factors. Business analysis as a process showed up under multiple areas in addition to concerns with 
processes for both business and technical requirements. Based on participant feedback, other areas of business 
analysis were identified in the root cause analysis: lack of a strategic business analysis prior to project planning and 
initiation, ad hoc business analysis processes, and scope management. In addition, other key concerns were the need 
for improved communication and lack of consistent procedures for day-to-day unplanned incidents.
Tram stnieturt
Rtsouicf Capacity 
Management 
Production Support 
Procedure^
Ad boc testtna 
Project closure process 
Resource Usage
Exhibit 15- Summary o f Risk v.s Impact
Executive management responses to impact versus potential risk for addressing the identified root causes are 
demonstrated in Exhibit 15 revealing a majority of the same processes identified by the Pareto analysis. Some of the 
issues scoring high on the Pareto diagram such as resource capacity management and production support procedures 
may be higher impact than executive management expects, since the frequency with which participants reported them 
identified them as key issues on the Pareto diagram.
In addition to the issues mentioned above, there are also root causes that are low on the list with regard to Pareto 
analysis for this issue, but appear to have high impact on some of the POPIT ™ organization classes. These will be 
addressed as well in the recommendations for later consideration. In particular, rewards and recognition, which was 
assessed by executive management as having high risk for changes, will be examined for possible improvements that
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could affect positive change. Even though changes in this areas may have a certain amount of risk associated with it, it 
is possible that there is even higher risks associated with not making changes.
Possible Remedies
Business analysis best processes will be used to recommend options for changes to all phases of the business analysis 
process, with focus on those areas identified above. Attention will also be given to those root causes identified using 
cause and effect analysis and identified as priority issues by the Pareto diagram (Exhibit 10).
Roles and responsibilities of business analysts will be examined as part of the examination of best practices in business 
analysis. Currently business analysts roles vary from team to team and the job description will need to be updated to 
match the recommended changes. In addition, resource allocation needs to be addressed, whether by having a 
functional team of business analysts that are available across all teams or by having a methodology that would identify 
resources by skill set or expertise, and provide the best resource for a given project regardless of their team 
assignment. This might be a good intermediate step, to begin cross training of the business analyst resources, and then 
eventually transitioning them to a “model office” type environment comprised of both business and business systems 
analyst as well as a specialized unit to guide defined testing processes across all applications. This type of team 
structure has been used effectively in other organizations to provide resources familiar with a wide range of products 
and business analysis skills more closely aligned with the business as a whole.
Improving the business analysis process and addressing the way resources are assigned will, based on data from the 
Pareto Diagram, address the major concerns revealed through this research process. In fact, some issues, such a lack 
of good communication will be addressed, at least in part, by having clear processes and expectations available to the 
teams.
Along with these recommendations, a need that is more implied than directly identified is a need for training for the 
business analysts. Just changing the processes and giving them clear roles and responsibilities must be accompanied 
by formal training if the changes are to be effective.
Recommendations
Initially when analyzing the data from the interview process, a good portion of the responses seemed to relate to the 
annual planning process:
• Projects selected to pursue are often not worth their cost (time or money)
• Management schedules projects with limited knowledge of project
• Priorities frequently change and affect in-progress projects
• Often underestimate size of projects, classify large projects as small and vice versa
• No feasibility study or modeling of innovative projects prior to approval
• Management selects projects to pursue without having high level analysis
• Project Priorities are set without understanding of project
• Business units often select solutions before analysis is performed
Then during the cause and effect analysis, a pattern began to emerge. Part of the interview process included asking 
participants how business analysis could assist in improving the overall process, increasing the amount of time 
resources spend on development. The list above are factors that cost teams time that could be used in execution of the 
project rather than spending valuable resource hours just trying to determine basic facts about the project, only to find 
that the project is not viable due to cost or other issues. What if there was a strategic business analysis team? This 
team would provide high-level analysis of key projects, including a return on investment or cost benefit analysis, 
define the project scope and high-level requirements, gap analysis and other project information that would be
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presented in a Project Charter. The Project Charter would then be reviewed and signed off by the Project Sponsor and 
presented to the review board to assist in their planning process.
In addition, having a strategic business analysis or pre-project analysis will support better resource planning.
Managers will have more detailed information on project size, scope and priority prior to doing their annual resource 
planning, permitting a more accurate planning process.
Strategic Business Analysis
Many organizations, including the organization in this study, have failed to bring business analysis processes into the 
business change lifecycle at the start, causing a lack of alignment with business needs. Omitting to insure proper 
alignment can result in the development or adoption of changes that fail to deliver benefits and result in wasted 
resources. (BCS The Chartered Institute for IT Edited by Debra Paul, 2010)
Business Environment Business
Exhibit 16- The Business Change Lifecycle
In business analysis, needs assessments are performed to examine the business environment and address either a 
current business problem or opportunity. A needs assessment may be formally requested by a business stakeholder, 
mandated by an internal methodology, or recommended by a business analyst prior to initiating a program or project. 
As used in the PMI practice guide, a project is a temporary endeavor undertaken to create a unique product, service, or 
result. A program is a group of related projects, subprograms, and program activities managed in a coordinated way to 
obtain benefits not available from managing them individually. (Project Management Institute, 2015)
Needs assessment work is performed before program or project work begins, and should occur in the alignment and 
definition steps within the business change lifecycle shown in Exhibit 16, therefore it is said to involve pre-project 
activities. However, during the course of a project, should external factors change (e.g. corporate merger, large 
percentage loss of market share, etc.), which influence or impact the project in process, the business analyst will need 
to revisit the assessment and decisions made earlier to ensure thev are still relevant. (Project Management Institute, 
2015)
A needs assessment should include a gap analysis to analyze and compare the performance of the organization against 
the desired or expected performance. The analysis done during the needs assessment will then be used to create a 
business case. The needs assessment and the business case are instrumental in defining the project objectives and are 
the foundation for creating the project charter. (Project Management Institute, 2015)
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Once initial assessment of the project has been completed and a Project Charter approved, the Project Charter and all 
supporting documentation would be provided to the product owner and executive committee for review. Having this 
information available prior to authorizing the project will serve to reduce the number of resource hours currently spent 
on projects that should never have been approved, or having resources over-committed because the size of the project 
was underestimated.
Key to success of a pre-project strategic analysis is the strategic business analyst role. This role can provide an 
extended career path for existing business systems analysts, and provide higher-level analysis to the organization.
This team should be separate from the current teams, and should form a foundation for developing a functional team 
consisting of all types of business analysts. This team will provide business analysis expertise to both IT and the 
business units.
Resource Capacity Planning
Resource capacity planning will be enhanced with the addition of business strategic analysis. Managers will have a 
better idea of project size and resource requirements prior to or early in the annual planning process, resulting in better 
decisions regarding the number of projects that can be done each quarter, and improved resource allocation.
Business A nalysis
The organization currently has no systematic business analysis process, with each team defining their roles and 
responsibilities. As part of the changes to business analysis, including adding a role of strategic business analysis and 
clearly documenting other aspects of business analysis, including requirements processes, a business analysis model 
needs to be adopted, whether it be the model illustrated in Exhibit 16 or another model, it is strongly recommended 
that the following components be considered:
1. Consistent documented repeatable processes
2. Clearly defined roles and responsibilities
3. Updated proj ect documents, including
a. Project Charter
b. RACI chart
c. Business Requirements
d. Technical Requirements
e. Requirements Traceability matrix
4. A formalized documentation process and repository
5. Additional analysis methodologies including
a. Business process workflow
b. Process modeling
c. Gap analysis
d. Data mapping
Business Analyst roles can vary from organization to organization, and as mentioned earlier there are several varieties 
of business analysts. To clarify the various skills needed in the business analysis process, it would be beneficial to 
have an overview of the functions that a business analyst may provide. In addition, job descriptions should be 
reviewed and updated to recognize the different categories of business analysts that currently provide services within 
the department, including both business analysts and business systems analysts along with the new role of strategic 
business analyst.
With the new processes defined, and roles and responsibilities clearly defined, there must also be a formalized training 
plan for the business analysts. This will facilitate a clearer understanding of the new methodologies and promote a 
higher adoption rate for the changes.
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Requirements Process
The requirements process needs to be reviewed and a formal consistent process must be implemented. Best practices 
for the requirements process recognizes various stages, and although it appears in Exhibit 6 to be a linear process, it is 
in fact a repetitive process that should continue until the key stakeholders and their subject matter experts (SMEs) are 
satisfied that the requirements will satisfy their needs, and the project is in scope and not gold plated. Documentation 
of these requirements will need to be addressed from both a business and technical perspective. Currently there is 
often a failure to provide detailed technical requirements and business systems analysts or programmers should be 
involved in this portion of the requirements process, insuring that the resource that creates the technical requirements 
is able to effectively communicate the technical requirements of the project.
Examining process within the discovery or requirements definition step, Ivy Hooks and Kristen Farry have expanded 
the requirements definition process into a nine-step process. ( (Hooks & Farry, 2001)
1. Scope the product by defining needs, goals and objectives, mission or business case, high-level operational 
concepts, customer requirement, constraints, schedules, budgets, authority, and responsibility.
2. Develop operation concepts, expanding them to cover all phases of the product’s life.
3. Identify interfaces between your product and the rest of the world, clarifying your product’s boundaries, 
inputs and outputs.
4. Write requirements to guide product design toward what your customers need and want.
5. Capture the reason for the requirement’s existence for each requirement and expose potentially dangerous 
assumptions and incorrect facts.
6. Level requirements according to system and sub-systems, ensuring that all requirements are written to the 
right level and can be traced back to their origins.
7. Assess verification of each requirement, identifying the verification technique and facilities and equipment 
required.
8. Format requirements and supporting documentation to ensure that you have included each of the appropriate 
types of requirements and that your development team members can find all of the requirements they must 
meet.
9. Baseline requirements after validating that they are correct, complete, and consistent, meet the project scope 
and do not add gold plating.
Having identified consistent procedures is only a portion of the weakness in the requirements process. Effective 
interview techniques and requirement’s management will require training of resources. Tools such as a standard 
Requirements Traceability matrix will strengthen attention to requirements and provide additional support to the 
testing and requirements validation process.
In addition, the importance of clear written communication is imperative. Often terminology is different from one 
resource to another, so that an abbreviation used by one stakeholder may mean something totally different to another, 
or a field within one system may be called by a different name that that in the application it will communicate with. 
Data mapping, process and business process documentation will be important in ensuring that everyone on the team is 
on the same page.
Production Support
For the short term this organization will need to continue to have the same resources available for both non- 
discretionary and discretionary projects. The risk of having key initiatives put aside while handling day-to-day issues 
could be mitigated by having a rotating duty within the team. Some teams are able to protect those resources assigned 
to key initiatives from being interrupted with day-to-day issues. This would be preferable when there is sufficient 
staffing to support this approach. Long-term as the organization grows, management should consider having both a 
development team and a production support team.
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Team Structure
Currently team structure is aligned so that business units have a direct link to a team within IT. This has been a 
strength from the perspective of the business units, providing them a dedicated team of resources. However, from an 
IT perspective, with some teams having a limited number of resources, and depending on the number of projects 
assigned to a business unit, there are times when some resources are over allocated, while others may have lighter 
project workloads. Resource capacity management is also affected by this team structure. Long term it would be 
advantageous to have a specialized unit of business analyst resources to provide project support. This team would act 
independent of the teams or their business units, and be available across all teams, with resources assigned based on 
their analysts expertise, and best fit for the project’s needs.
Executive management identified changing team structure as risky as illustrated in Exhibit 12. If done suddenly and 
without proper preparation the team structure and effective preparation of the resources. This business analyst team 
should be implemented using a phased approach. Initially, strategic business analysts would have their own team, 
with business analysts and business systems analysts remaining in their business aligned team structure. In the 
beginning, cross training and resource sharing would be utilized across teams. Even this will need to be phased in 
over time, since resources have a limited knowledge of other business units and applications. Prior to initiating the 
shared resource approach, business analysts’ specific skills should be identified, and formal training in business 
analysis, including requirements management, should be provided to all.
Recommendations for Later Research
The absence of a rewards and recognition within the teams, although not high on the list of concerns reported within 
the interviews, would benefit from some analysis. Team morale is an important component of all successful (and 
unsuccessful) teams. Management identified this as high risk and high impact, and in some cases, this may be the 
case. However, it is also possible that not addressing this issue is equally high risk and high impact. Some forms of 
rewards and recognition could be easily done, including team recognition by IT management for a job well done on a 
successful project. Another approach would be for management to recognize specific members of the team with 
“rewards for excellence”, perhaps including a gift card to a nice restaurant, and presenting this award or awards in a 
group meeting, and sharing their success story with all. There may be a slight risk with this, but very slight. It is more 
likely that other resources will be incentivized to try to model themselves after the successful co-worker. Risk does 
come into play if there is no reason given when a team or an individual is rewarded, or if the awards are not announced 
or made public. Quality can come from modeling others, and with a highly visible approach to recognizing 
excellence, there will be role models to inspire others.
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Executive Sum m ary
Inform ation Technology (IT) departm ents are under continuing pressure to  produce a high volum e of 
products quickly while maintaining quality and controlling cost. There are many factors that affect an 
organization's ability to  m eet all these expectations including skill level of resources, and business 
analysis.
This study was initiated because key annual projects often go uncompleted, and when executive 
m anagem ent reviewed resource hours it was found that although resource hours are increasing w ith  
increased staffing, less and less of those hours are being used fo r the annual projects th a t are so 
im portant to  improving services to  the customers. In addition, examining the resource usage in Exhibit 
1, the percentage of resource hours charged to  developm ent projects continues to  decrease in 
comparison to  total resource hours.
IT Resource Usage
Total Hours vs % Development Hours
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•  Year ^ ^ ^ — Total Resource Hours
Development ........... Linear (Total Resource Hours)
E xh ib it 1- IT  R esource H ours vs %  R esource H ours fo r  D e v e lo p m e n t
In Exhibit 1, the total resource hours are comprised of planned maintenance (non-discretionary) and 
developm ent (discretionary) projects as well as unplanned non-discretionary resource hours. Executive 
m anagem ent determ ined that much of the non-discretionary project hours w ere a result of project re­
works and investigation of quality issues, including programming bugs. W eak and inconsistent 
requirements processes were identified as a key contributor to this imbalance in resource usage.
This document will focus on business analysis, its role w ithin the organization and, using research 
perform ed on-site; identify key areas of the process that could lead to  increasing resource availability 
for discretionary projects.
Involving staff members in the study provides advantages when looking for areas to improve. Most 
significantly, there is a high level of knowledge and insight w ithin the organization including staff having 
a wealth of knowledge in a wide range of skills and experiences. In addition, change w ithin an 
organization is most successful when there is support from  within.
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O verview
The author is a candidate for a Master's of Science in Project M anagem ent (MSPM ) from  the University 
of Alaska -  Anchorage, and perform ed research on the business analysis process w ithin the Information  
Technology departm ent of a local financial institution.
Interviews w ere conducted w ith a select group of IT staff members, ranging across multiple teams and 
included staff w ith varying responsibilities and backgrounds. A wide range of questions were asked and 
designed to identify strengths and weaknesses of the departm ent, specifically searching for how  
changes in business analysis structure and processes could reduce the resource hours spent on 
unplanned non-discretionary activities.
Areas of concern w ere identified by performing a cause and effect analysis on the data, and grouping 
the data by potential root causes. A Pareto diagram was produced to rank the identified causes based 
on frequency of reporting by the study participants. W hile business analysis processes and team  
structure w ere the focus of this research, other reported concerns w ere noted and when appropriate  
included as areas for future research.
Business analysis is a rapidly growing field of expertise, having come to the forefront over the last 
tw enty years. An im portant function of business analysis is to insure there is an alignment between  
business needs and the solutions provided by IT. As IT has developed, it has provided a mechanism for 
im provem ent in business operations. The focus has now changed, and focuses on new services and 
products. This analysis will examine opportunities for adding efficiencies and structure to  this process 
within the business change lifecycle.
The business change lifecycle (BCSThe Chartered Institute for IT Edited by Debra Paul, 2010) shown in 
Exhibit 2 is a concept th a t supports a strong business analysis process at the earliest phase in the  
process. This equates to  the annual planning cycle w ithin this organization, and supports evaluation of 
the proposed projects prior to  project approval and prioritization. Currently, many of the projects are 
approved and classified w ithout a thorough understanding of the project scope, size or return on 
investment w ith estimates done based on a lim ited am ount of inform ation.
Business Environment Business
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E xh ib it 2  Business C hange Lifecycle
Based on the Pareto Analysis it was apparent that an area that could enhance success of the product 
developm ent process was strategic business analysis perform ed prior to  the  prioritization of 
discretionary projects. This is an area not form ally addressed in the current process. Research has 
indicated that there would be value In having specialized Business Analysts provide high level analysis of 
potential discretionary projects to assist senior m anagem ent in the annual planning process. This would  
support the portfolio selection process by providing additional knowledge regarding cost-benefit, size 
and scope of the proposed project, reducing the am ount of tim e staff spends on projects only to  find 
that the project is not viable due to factors discovered by the project team  late in the planning phase or 
even during the execution phase.
W ith a clearer understanding of proposed projects, the executive team  can make decisions that are fact 
based in the annual planning process and insure that there solutions are aligned w ith the  business 
needs, supporting an increased success rate for the annual discretionary projects.
3tnifBDic onalyEiE and definition
BminaEE an jly  m
IT lyE tarm  analysis!
E xh ib it 3 - P o te n tia l Roles o f  th e  Business A nalyst
In addition to the strategic analysis and definition discussed above, both business analysis and IT system 
analysis, shown in Exhibit 3, are im portant aspects to insure a successful business analysis process. IT 
systems analysis is imperative, so that technical requirements are clear and concise w ith regard to  both 
the application and the system design, taking the business requirem ents obtained in the  business 
analysis process and creating a road map that is clear and concise for both application and system 
requirements.
A pproach /M ethodology
W ith teams within the IT departm ent being aligned by customer rather than function, inform ation from  
a cross section of resources across several teams was necessary to  get an accurate overview of the  
current processes and challenges. A group of volunteer participants w ere Interviewed, using open 
ended interview questions designed to  identify factors contributing to  the high num ber of resource 
hours spent on non-discretionary projects, including project re-works and bugfixes.
Once the data was collected, responses w ere analyzed using cause-and-effect analysis, working back to  
possible root causes. Results of the analysis w ere presented to  a subset of the participant group for
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additional feedback. Similar responses w ere grouped together, their root cause identified and 
responses tallied.
1. Data was further refined by using a Pareto diagram to  identify, based on Pareto theory, those 
areas that could provide the greatest positive change to  the  current process.
2. Volunteers from  executive m anagem ent evaluated the  identified root causes and evaluated the  
results by impact to  various areas of the  organization (people, organization, process, 
inform ation and technology) and risk.
3. Results o f the analysis w ere then broken down by risk and impact to  help identify key focus 
areas.
4. Best Practices w ere researched and potential solutions identified.
5. Recommendations w ere m ade based on the Pareto diagram in combination w ith ease of 
im plem entation, impact to  the processes and potential risk to  the organization.
During this process the  International Institute of Business Analysis (MBA), Project M anagem ent Institute 
(PM I) and the Chartered Institute fo r IT (BCS) w ere used as guides fo r recommendations.
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Root Cause Identification
The following potential root causes w ere identified as areas of concern based on root cause analysis:
Root Cause Short Name Summary
lack of business and process 
analysis processes
ad hoc business 
analysis
need business modeling processes to enhance the business 
analysis process
ineffective method for 
balancing resource availability 
with project demand
resource capacity 
management
need improved skills in creating balance between available 
resources and project planning
inefficient use of business 
analyst resources resource usage
resources often expected to cover too many projects at 
once, causing loss of focus and creating possibility for 
errors
lack of effective 
communication
weak
communication
skills
weak communication skills between team members, teams 
and stakeholders
lack of recognition for team or 
individuals
rewards and 
recognition
no formal high visibility recognition of team or individual 
success
lack of accountability lack of accountability
ownership not clearly communicated and unclear person 
responsible to make decisions
no change management process 
for project change requests
scope change 
management
no scope management process defined. Scope changes not 
formally signed off by project sponsor or clearly 
documented
no consistent production 
support process
production support 
process
unplanned day-to-day issue management procedures are 
not clearly documented
no standardized project closure 
process
project closure 
process
implementation process is not consistent for stakeholder 
approval, training, documentations and migration to 
production
no standardized requirements 
process
requirements
process
no documented standardized requirements gathering 
process
no standardized testing process ad hoc testing
lack of uniform testing procedures or separation of duties; 
business analyst may write requirements and perform 
testing on the same project
no strategic business analysis strategic business analysis
need process to perform high level project analysis (project 
charter, roi, feasibility) to assist management in business 
decisions
out of date project request 
system pm application
current project request system does not have wide range of 
capabilities needed for department needs
teams aligned by customer and 
not by function silo team structure
resources dedicated to specific business units/teams; 
restricts ability to learn new things, limits resource 
availability; restricts communication
unclear job requirements roles &responsibilities
new job descriptions needed to better define roles and 
responsibilities of business analysts and match required 
business analysis skills
Exhibit 4- Root Cause Short Names and Description
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A nalysis of C u rren t S tate
It is im portant to  look at both the team  structures and business analysis processes currently in place in 
the departm ent. In saying this, it is also im portant to  keep in mind th a t this is a generalized overview, 
because each team  may have some variation in these standards.
Exhibit 5 demonstrates the business unit alignment w ith a group or team  manager, who may have one 
or m ore business units assigned to  th a t team . There may be one or more supervisors reporting to  the  
group manager, w ith a staff of business systems analysts and programmers. The num ber o f team  
members varies based on the resource requirem ents o f that team .
( S
l S
( 3 3
M l
>
* i f r i r 1 1  
M l 1
L - v H I }
3
E xh ib it 5 - IT  T e a m  O rg a n iz a tio n a l S tru c tu re
Standardized tem plates and docum ent requirements are made available to the teams in the  IT 
departm ent's Project M anagem ent's Procedures manual. Guidelines are established for w hether the  
tem plate is required or optional based on the size of the project.
During the interview process with the participants, some of the highest-ranking concerns reported by 
staff w ith regard to challenges in reducing the num ber of resource hours spent on non-discretionary 
projects were:
•  Projects are assigned to teams during the annual project planning process prior to  performing 
high-level business analysis to evaluate cost-benefit, return on investment, project size or 
project viability.
•  Business requirements are often unclear or incomplete, and business analysis process does not 
have a consistent effective methodology to  obtain accurate business or technical requirements 
resulting in project re-works or delays in implem entation.
•  The current team  structure restricts knowledge sharing, cross training, communication and 
ability to effectively share resources across teams.
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•  Business analysis processes are ad hoc w ith no consistent use of business and process w orkflow  
analysis. There is no documented process and no training programs available fo r the analysts.
•  Constant interruptions to  attend to  unplanned non-discretionary issues lead to  increased errors 
and delayed completion o f annual initiatives.
•  There is little or no form al balancing betw een the supply and demand fo r project resources, and 
there is little if any coordination of resources across projects, which often results in resource 
conflicts.
•  Not considering non-discretionary projects such as upgrades, compliance and strategic projects 
when performing the annual project, planning process often results in resources being over­
allocated and the  loss of resources for discretionary projects, since non-discretionary projects 
are higher priority.
W ithin this financial institution, the team  manager and business unit typically manage the projects 
w ithout considering other projects except to  consider the conflict caused by shared resources. Projects 
are managed reactively as the manager, business unit or project manager identify issues or 
opportunities.
Using the comments above and other observations by participants a cause and effect analysis was 
perform ed to identify root causes and to  prioritize those root causes th a t could provide the  organization 
the greatest benefit if addressed, using Pareto theory and a Pareto diagram.
Pareto Analysis of Root Causes
There are different approaches that can be used to interpret the Pareto diagram; however, the basic 
process is the same. The identified root causes w ere first ranked by the num ber of times the  related  
effects w ere noted during interviews and charted against the cumulative percent for all potential root 
causes as shown in Exhibit 6. The cumulative percentage was then used to  facilitate a prioritization 
criterion.
The results of Exhibit 6 w ere examined from  tw o different approaches: first, was to follow the 80% line 
to where it intersects w ith the Cumulative %  line, drop a perpendicular line to the x-axis, and consider all 
root causes to  the left of that line the top issues to address to maximize the benefit.
The second method would be to drop the perpendicular line at the point on the cumulative percentage 
line w here the line begins to flatten. In Exhibit 6 below if w e apply the latter approach tw o additional 
would be included for resolution, "roles and responsibilities", and "weak communication".
Roles and responsibilities came in in discussions from  tw o perspectives, the need to clearly define the  
role of the Business Systems Analyst and to recognize the various types of business analysts, since some 
are technical and others are more fam iliar with business processes than I.T. Others fe lt that roles varied 
from  team  to team  and made it difficult to change from  one team  to another. W eak communication 
was considered a side effect of the team  structure w ith team  members not always aware of w hat was 
going on at the organization level or even within other teams in the departm ent. Each of these items 
will be considered when discussing team  structure, and all root causes will be discussed at some level.
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Pareto Diagram 
Root Causes Analysis
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The areas that have been identified using the  80% line for cumulative percent on the  Pareto diagram in 
Exhibit 6 are silo team  structure, the requirem ents process, resource capacity m anagem ent, strategic 
business analysis, the production support process, ad hoc business analysis, and resource usage. A brief 
overview of the each category of root causes is provided below w ith a summary o f concerns identified  
during the interview process. M any of these are interconnected, and by addressing the top 20% of the  
issues, the Pareto Theory indicates that 80% of the problems causing a high incidence of unplanned non- 
discretionary issues will be mitigated.
Silo Team Structure
The arrangem ent of team s by business unit was discussed by participants as both a strength and a 
weakness. Strengths include the business unit having a team  that represents them  within I.T. This has 
benefit in the business unit has someone that they can go to for their needs. It has improved 
relationship between Operations and I.T., w ith a team  type approach. This is not w ithout cost though. 
Participant concerns w ere relating to team  members not being aw are of the "big picture" w ith regard to  
the organizational goals and objectives, w ere restricted in the ability to learn new things, since the team  
concept encourages specializing in the applications for the specific business unit. The current team  
structure also makes cross training and resource sharing difficult.
Requirements Process
A majority of the participants pointed to  the need to improve the requirements process. At the tim e of 
the inception of the project, the business unit will enter a request. Often this is one or tw o lines, with a 
brief description of the project. In some cases, the business unit is not sure w hat they need or want, or 
in other cases have already identified a software product that they w ant even though no requirements 
have been documented. In addition, requirements gathering are done ad hoc, w ith no uniform process
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in place, and no tools such as requirem ents traceability matrix used to  track requirem ents from  the start 
of the  project through testing and im plem entation. Technical requirem ents are not always provided in a 
way that facilitates the  programming process. Participants noted that skills are not in place to  have 
business analyst drill down into the  requirements, resulting in missing requirem ents and a need for a re­
w ork of the  project either during developm ent or im m ediately after implem entation.
Resource Capacity Management
Annual project planning fo r resources does not adequately address resource needs fo r non-discretionary 
projects that may or may not be known during the planning cycle. These projects, such as a system 
upgrades, compliance and infrastructure projects, are all too often not included in the resource planning 
for the upcoming year. Poor resource planning in relationship to  the num ber o f projects promised to  
business units in a given product year th a t has been a reoccurring them e, as well. In addition the size 
and duration of a project and resource needs fo r th a t project are often a high-level estimate, resulting in 
poor estimation of resource needs.
Strategic Business Analysis
Strategic Business Analysis is an underlying issue in many of the  comments received by participants, 
including resource capacity m anagem ent, the requirem ents process, and most of the  issues reaching 
back to  the annual planning process. Currently there is very little if any strategic business analysis done. 
As a result, annual planning and project w ork th a t comes in during the  year is approved w ithout having a 
good understanding of w hether the project is any feasible. In recent large projects, some team s are 
utilizing a Research and Recommend project prior to  opening an Im plem entation project. However, 
even w ith this approach, vital team  resources are used to  analyze the project. Strategic business 
analysis would be done prior as a pre-project analysis and would be perform ed to  facilitate the  
organization's annual planning process when applicable.
Production Support Processes
Production support w ithin I.T. is a critical process and requires im m ediate and effective response. In the  
case of day-to-day issues that arise, staff th a t are assigned to  key discretionary projects may have to  
'drop everything', switch gears and address these high priority issues. Staff had a mixed experience w ith  
how their team  managed these incidents, and there was no consistent approach to  who addressed 
these. Some team  members reported that they never had to  address production issues, while others 
reported being distracted from  their tasks due to  the  day-to-day issue m anagem ent. A large percent of 
the respondents fe lt tha t there  should be a separate, dedicated team  managing production issues, to  
increase response tim e and decrease the num ber o f bugs that might happen due to  being distracted.
Ad hoc Business Analysis
Participants typically called out the requirem ents process separately from  business analysis during the  
interviews. In depth business analysis using process analysis, business w orkflow  analysis, data mapping, 
return on investment or cost benefit analysis along w ith other analytical processes are not used on a
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regular basis. Also, although there is a set of tem plates and document requirements provided to  the  
teams, there is no consistent business analysis processes identified.
Resource Usage
Business analysts are often used for a wide spread of duties w ithin the teams. They carry out all duties 
other than programming within the team . As such, their days are often split between working with a 
business unit to resolve production issues, preparing project documents, gathering project requirements 
both business and technical, managing projects, managing vendor relationships, and performing 
functionality testing. Because of the diversity of their duties, if there are limited business analyst 
resources on a team , they may not have tim e to provide the quality of services needed. This can also 
contribute to not having deep enough research into requirements, resulting in missing requirements, or 
since some analysts not only w rite  the requirements for a project and then do preliminary testing on 
that same project, they may not catch issues w ith the functionality prior to turning it over to  the  
business units for User Acceptance Testing (UAT).
Roles and Responsibilities
Currently roles are not the same from  one team  to another for business analysis. Additionally, the  job  
description for business analysts does not set clear expectations for responsibilities on current duties. 
Although the job title  is Business Systems Analyst, not all of the  analysts have IT backgrounds, and not all 
business systems analyst can effectively define technical requirements. There should be a separate 
classification for business analysts versus technical business systems analysts w ith the business systems 
analyst performing the technical analysis.
Weak Communication Skills
Technical resources have difficulty clearly communicating w ith non-technical staff. W hen working w ith  
business units miscommunication can occur when acronyms and data field names are used. Some 
terminology including acronyms can mean different things to  the business unit and the technical 
resources.
Ad hoc Testing Processes
There is not clearly defined process or requirem ents fo r performing various phases w ithin the  testing  
cycle. Testing standards and procedures need to  be clearly defined w ith docum entation of the  testing 
processes and results standardized to  insure th a t the risk of bugs or need to  back out a change post 
im plem entation is mitigated.
Rewards and Recognition
Having a recognition program within IT to  provide acknowledgem ent for a job well done is needed to  
incentivize resources. Currently the team s are not always aware o f w hat other team  members are 
working on or w hat they do. A periodic m eeting to  announce recent wins and /or an annual bonus
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program w ith resources recognized in a departm ent ceremony would provide positive examples to  
others.
Scope Management
Scope changes are made on projects and the business unit is often not advised regarding the  impact the  
change would have on tim elines or costs. No defined change m anagem ent process is defined for new  
requirem ents initiated after the initial requirem ents are approved.
Project Management Application
The current Project M anagem ent system is out of date. It permits users to  open new projects w ithout 
providing a good project definition. The organization has outgrown the  current application, and needs 
an application th a t facilitate better project analysis.
Lack of Accountability
Due to  lack of clearly defined leadership roles, it is difficult to  identify the person responsible fo r the  
outcome of a project.
No Formal Project Closeout
There is no form al process in place for the  handover o f a project to  the business unit. In addition, even 
if a Post-Mortem  is done, and Lessons Learned generated, there is no lessons learned repository and 
rarely referred to in future projects.
POPIT ™ Impact Analysis
W hat is POPIT ™? It is the segments of the business analysis process, people, organization, process, 
information, and technology. To determ ine w hat impact might be realized with improvements to each 
of the identified root causes, executive m anagem ent reviewed each and ranked potential impact from  0 
to 5 w ith 0 being no impact and 5 being high impact. Once the scores w ere tallied, an average across all 
aspects was done, and an average of three (3) or above provided a second approach to order of priority. 
This approach would indicate that priority would shift somewhat. The requirem ents process, strategic 
business analysis, ad hoc business analysis would remain high priority, and roles and responsibilities, 
lack of effective communication, scope m anagem ent and an updated PM application would become 
higher priority.
The following components w ere examined w ith the POPIT ™ methodology and defined as listed below  
to executive m anagem ent for them  to consider when evaluating impact:
•  People - Roles, job description, skills, competence, m anagem ent activities, culture and 
communication
•  Organization - business model, external environm ent, capabilities and business memory
•  Processes - Value proposition, value chain and core business processes
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•  Information - information requirements and standards
•  Technology - technical and application architecture
The sample size for staff interviews was smaller than planned and did not include all teams, so there is 
some risk that the Pareto analysis and root causes analysis are not representative of the entire  
departm ent. However, the majority of the participants of the study are closer to the process, and that, 
the scoring for the Pareto diagram was based on the frequency issues w ere identified in the same areas 
the data appears to  be creditable. Once the data was tabulated, a sub-group of the participants 
reviewed the data set and root causes and provided feedback.
Root Cause/POPIT People Or9anT at'on Process Information Technology Average
weak com m unication  
s k ills
PM application
strategic b u s in e ss  
an alysis  
ad hoc b u sin e ss  
an alysis
ro les & re sp o n sib ilitie s
3 3 5 5 3 3.80
3 4 5 4 3 3.80
3 2 5 4 4 3.60
4 0 5 4 4 3.40
5 5 2 4 0 3.20
requirem ents p ro ce ss 2 0 4 5 4 3.00
sco p e  m anagem ent 0 2 5 4 4 3.00
ad hoc testing p ro ce ss 2 3 4 3 0 2.40
lack of accountability
s ilo  team structure
resource capacity  
m anagem ent 
production support  
p ro ce ss
rewards and recognition
no project c losure  
p ro ce ss
resource usage
5 3 4 0 0 2.40
5 4 2 0 0 2.20
5 4 2 0 0 2.20
2 2 3 3 0 2.00
3 0 3 2 1 1.80
3 2 4 0 0 1.80
3 0 0 0 0 0.60
Total by POPIT class 4 8 3 4 53 38 23
E xh ib it 7 - Im p a c t o f  R oot Causes on  PO PIT ( tm ) C ategories
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Organizational Risk Analysis
Also im portant, as w ith any changes, is w hat risk is attached to  making these changes. Again, 
m anagem ent provided an evaluation. Below is an evaluation o f potential positive and negative impact 
on making changes to  the  various root causes. The Tornado Chart is used to  make strategic decisions. A 
Tornado diagram was created to  assess the relative sensitivity of the root causes when plotted against 
their effect on the  'm idpoint' or current %  of resource hours spent on unplanned non-discretionary In 
addition, executive m anagem ent is risk adverse so that risk of negative response to  changes w ere also 
evaluated. Change was measured on a ranking from  -5 to  +5 w ith -5 being high negative impact and +5 
being high positive impact and being adverse to  risk, m id-point was set at +1. To evaluate how changes 
to  each root cause will minimize risk of negative impact the risk scores are graphed as in Exhibit 8. 
Evaluate the results by examining w hat changes will have least unacceptable risk and deliver highest 
acceptable risk.
Tornado Chart
Risk Analysis of Process Changes
-6 -4 -2 0 2 4 6
Lack of accountability 
Lack of recognition
Teams grouped by customer not function
Requirements process
Production Support interfering with...
Ad-hoc business analysis
Resource usage
Ad hoc testing process
Scope change management
Resource Capacity Management
Unclear roles and responsibilities
Lack of effective communications
Project closure process
Strategic Business Analysis
Project Management application
■ Negative 
Positive
E xh ib it 8  - Risk A nalysis  o f  Process C hanges
Keeping in mind that this is a high level overview of the risk of process change, and is not based on any 
specific change, the goal is to  identify those areas w here the greatest positive gain (green line) can be 
obtained w ith the least risk (red line). Based on the strategic analysis in this instance, addressing the  
following processes would be top choices with the least risk: requirements, production support, 
business analysis, and resource usage.
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Sum m ary
By using cause and effect analysis and the 5-W hy technique on the responses obtained from participant 
interviews, fifteen root causes for the decrease in resource hours spent on discretionary projects. The 
frequency w ith which these issues had associated comments from  the participants was then used to  
create a Pareto diagram based on frequency of reporting. In addition, additional feedback was obtained  
from  m anagem ent to evaluate possible benefit (impact) o f addressing these various root causes and the  
risk o f doing so. The results of the analysis on impact and risk w ere ranked using a Risk vs Impact grid in 
Exhibit 9.
Utilizing the data from  the Tornado chart and the POPIT ™ Impact analysis, it appears that the m ajority  
of issues identified in the Pareto diagram would be low risk w ith the exception o f Team Structure. The 
change in team  structure appears to be low impact and medium risk based on the high-level analysis.
E xh ib it 9  - Process C hange Risk vs Im p a c t G rid
Those high im pact/low  risk processes that are identified in Exhibit 9 above all relate either directly or 
peripherally to business analysis. This further supports the concern of m anagem ent that requirem ent 
processes are a key driver in the increase in non-discretionary projects. However, results also indicate 
that it is a widespread issue within the entire business analysis process. Best practices will be used to  
identify updates to that entire process, and will consider possible changes to the team  structure that 
would provide positive change while insuring a lower risk. Recommendations will be made with Pareto 
chart used to identify the top priorities, while attem pting to identify some quick wins and mitigating 
risks on those areas.
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Possible Solutions
Based on the research perform ed, the m ajority of the root causes identified for the imbalance in 
resource and developm ent hours are related to business analysis processes w ithin the IT departm ent. 
Currently there is a loosely defined business analysis process in place with each team  having some 
flexibility on how they approach the process. Reviewing the results of the interviews and taking into 
account the Pareto diagram and the high level assessment of impact and risk, the overall business 
analysis process w ith the exception of team  structure are low risk. Below is an overview of some of the  
possible approaches, based on the research of best practices in business analysis.
Strategic Business Analysis
M any organizations have failed to bring business analysis processes into the business change lifecycle 
(Exhibit 10) at the start, risking a lack of alignment w ith business needs. Failing to  ensure proper 
alignment w ith the business needs can result in the developm ent or adoption of changes that fall short 
in delivering business benefits and result in wasted assets. (BCSThe Chartered Institute fo r IT Edited by 
Debra Paul, 2010)
Business Environm ent Business
Exhibit 10- The Business Change Lifecycle
In business analysis, needs assessments should be perform ed to examine the business environm ent and 
address either a current business problem or opportunity. A needs assessment may be formally  
requested by a business stakeholder, mandated by an internal methodology, or recommended by a 
business analyst prior to  initiating a program or project. As used in the PMI practice guide, a project is a 
tem porary endeavor undertaken to create a unique product, service, or result. A program is a group of 
related projects, subprograms, and program activities managed in a coordinated way to obtain benefits 
not available from  managing them  individually. (Project M anagem ent Institute, 2015)
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Needs assessment w ork should be undertaken before program or project w ork begins, and should occur 
in the alignment and definition steps within the  business change lifecycle, therefore it is said to  involve 
pre-project activities. However, during the  course of a project, should external factors change (e.g. 
corporate merger, large percentage loss of m arket share, etc.), which influence or impact the  project in 
process, the strategic business analyst will need to  revisit the  assessment and decisions made earlier to  
ensure they are still relevant. (Project M anagem ent Institute, 2015)
A needs assessment should include a gap analysis to  analyze and compare the perform ance of the  
organization against the  desired or expected perform ance. The analysis done during the  needs 
assessment will then be used to  create a business case. The needs assessment and the business case 
are instrumental in defining the  project objectives and are the foundation for creating the project 
charter. (Project M anagem ent Institute, 2015)
Once initial assessment of the project has been completed and a Project Charter approved, the Project 
Charter and all supporting docum entation would be provided to  the  product ow ner and executive 
com m ittee for review. Having this information available prior to  authorizing the  project will serve to  
reduce the number of resource hours currently spent on projects th a t would not have been approved, 
or having resources over-com m itted because the  size of the  project was underestimated.
Resource Capacity Management
M any of the issues that currently exist w ith resource planning are outside of the realm of business 
analysis, however, they do affect the quality of the discretionary product developm ent process, w ith  
resources over-allocated or pulled from  projects to work on unplanned non-discretionary issues that 
arise.
Creating a Strategic Business Analysis role will improve the ability to  define resource needs by having 
more realistic assessment of project size and scope. Production support processes and roles should also 
be examined to ensure resources assigned to  key discretionary projects are not distracted by frequent 
interruptions. Some teams have resolved this by having rotation of designated resources for non- 
discretionary projects.
Ad hoc Business Analysis
A business analysis process model should be adopted and all tem plates reviewed and updated to  
comply with best practices for the business analysis process.
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Business Context
Mission, Objective, Strategy and Tactics
E xh ib it 11 - E xtended  Business A nalysis Process M o d e l
The business analysis process model can take many forms, but the following is the basic structure 
recommended for effective business analysis:
•  Investigate the situation -  OSCAR : Objectives, Scope, Constraints, Authority and Resources
•  Consider perspectives -  Analyze the stakeholders and their perspective on the business situation
•  Analyze needs -  Perform a gap analysis, identifying w here improvements can be made to the  
business system, documenting the business activity model and the business process model
•  Evaluate the options -  Identify potential im provem ent identified and develop options. Evaluate 
them  for feasibility and determ ine if they are acceptable w ith the business unit
•  Define the requirem ents -  Gathering and documenting detailed requirem ents for the changes to  
the business system. Rigorous requirements docum entation should be given as much attention  
as the process of gathering them . A requirem ents depository should be m aintained for each 
system and not by project number, to perm it readily retrievable inform ation regarding prior 
updates.
•  Deliver the changes -  in the extended business model the business analyst will then w ork to  
deliver the requested changes to the business unit (stakeholder)
Requirem ents Process
The requirem ents process needs to be reviewed and a formal consistent process needs to be 
implem ented. Best practices on requirements recognizes various stages within the process, and 
although it appears in most descriptions to be a linear process, it is in fact a repetitive process that 
should continue until the key stakeholders and their subject m atter experts (SMEs) are satisfied that the  
requirements will satisfy their needs, and the project is in scope and not gold plated. Documentation of 
these requirements will need to be addressed from  both a business and technical perspective. Currently
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there is often a failure to  provide detailed technical requirem ents and business systems analysts or 
programmers should be involved in this portion of the requirem ents process.
Examining process within the discovery or requirements definition step, Ivy Hooks and Kristen Farry 
have expanded the requirem ents definition process into a nine-step process. (Hooks & Farry, 2001)
1. Scope the product by defining needs, goals and objectives, mission or business case, high-level 
operational concepts, customer requirem ent, constraints, schedules, budgets, authority, and 
responsibility.
2. Develop operation concepts, expanding them  to  cover all phases of the product's life.
3. Identify interfaces between your product and the rest of the world, clarifying your product's 
boundaries, inputs and outputs.
4. W rite  requirem ents to guide product design toward w hat your customers need and want.
5. Capture the reason for the requirem ent's existence for each requirem ent and expose potentially 
dangerous assumptions and incorrect facts.
6. Level requirements according to  system and sub-systems, ensuring that all requirements are 
w ritten to the right level and can be traced back to their origins.
7. Assess verification of each requirem ent, identifying the verification technique and facilities and 
equipm ent required.
8. Format requirements and supporting docum entation to  ensure that you have included each of 
the appropriate types of requirem ents and that your developm ent team  members can find all of 
the requirem ents they must meet.
9. Baseline requirements after validating that they are correct, complete, and consistent, m eet the  
project scope and do not add gold plating.
Having identified consistent procedures is only a portion of the  weakness in the  requirem ents process. 
Effective requirem ent's m anagem ent is a skill tha t will require training of resources. Tools such as a 
Requirements Traceability matrix will strengthen attention to  requirem ents and provide additional 
support to  the testing and requirements validation process.
In addition, the  importance of clear w ritten communication is im perative. Often term inology is different 
from  one resource to  another, so th a t an abbreviation used by the IT resources may mean something 
tota lly  d ifferent to  the business unit, or a field w ithin one system may be called by a different nam e that 
that in the application it will communicate w ith. Data mapping, process and business process 
docum entation will be im portant in ensuring that everyone on the team  is on the same page.
Scope Management
Scope m anagem ent is an im portant aspect o f requirem ents m anagem ent and business analysis, and will 
be addressed w ithin both of these areas, but deserves to  be addressed separately as well. Once initial 
scope and requirem ents are completed and approved by the  Project Sponsor, a form al process needs to  
be in place to  address and docum ent changes in scope. M any tim es business units are not fully clear on 
w hat they need and as a result, as they get further into the process, the scope may change. W ith  
improved business analysis processes, it is anticipated that this will occur less often. Requests for 
changes to  scope should be provided to  the business analyst and team  manager so th a t the  impact to  
the project can be analyzed, w hether that be an effect on schedule or cost. A defined change 
m anagem ent process would then be initiated if the change w ere to  be requested.
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Tearn Structure
Currently team  structure is aligned so that business units have a direct link to  a team  within IT. Having 
alignment by business unit has been a strength from  the  perspective o f the business units. It provides 
them  w ith a team  th a t directly provides most o f their deliverables. However, from  an IT perspective, 
with some teams having a lim ited num ber of resources, and depending on the num ber o f projects 
assigned to  a business unit, there are tim es when some resources are over allocated, while others may 
have lighter project workloads. Resource capacity m anagem ent is also affected by this team  structure. 
Long term  it would be advantageous to  have a specialized unit of business analyst resources to  provide 
project support. This team  would act independent of the business units, and be available across all 
units, w ith resources assigned based on their expertise (business analysis, strategic business analysis, 
business systems analyst, quality assurance, etc.), and best fit for the project's needs.
There is inherent risk in moving the  business analysts out of the  current structure, and would require 
the business analyst resources be aligned by function rather than by business unit.
To reduce risks, this business analyst team  could be im plem ented in a phased approach. Initially, 
business analysts would remain in their business aligned team  structure, w ith resources being available 
across teams. Even this will need to  be phased in overtim e , since resources have a limited knowledge 
of other business units and applications. Prior to  initiating the shared resource approach, business 
analysts' specific skills should be identified, and form al training in business analysis should be provided 
to all, along w ith being provided a consistent business analysis methodology.
As an initial step tow ard creating a separate business analysis unit, a team  supporting the organization 
in its project planning process could be created to  provide strategic business analysis services to  the  
business units and executive review board (ERB).
Roles and Responsibilities
Roles can vary from  organization to organization, and as m entioned earlier there  are several varieties of 
business analysts. To clarify the various skills needed in the business analysis process, it would be 
beneficial to have an overview of the functions that a business analyst may provide. Key to success is 
the strategic business analyst discussed as part of the pre-project analysis. This role can provide an 
extended career path for existing business systems analysts, and perm it them  to grow and provide 
higher-level analysis to the organization. In addition, job descriptions should be reviewed and updated  
to recognize the different categories of business analysts that currently provide services w ithin the  
departm ent (business analysts and business systems analyst).
The core business analyst role should be defined as an advisory role, which has the responsibility for 
investigating and analyzing business situations, identifying and evaluating options for improving 
business systems, elaborating and defining requirements, and ensuring the effective im plem entation  
and use of information systems in line with the needs of the business. (BCS The Chartered Institute for IT 
Edited by Debra Paul, 2010)
Business Analysts roles w ithin the organization should also include the following areas:
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•  Strategy Im plem entation -  working w ith senior m anagem ent to  help define the most effective  
system to  im plem ent the business strategy
•  Business case developm ent -  senior business analysts should be used to  develop business cases 
including cost-benefit or return on investment analysis particularly fo r larger, more complicated 
projects
•  Benefits Realization -  an im portant part of all developm ent efforts is the  post-im plem entation  
review to  ensure th a t the product delivered the  expected benefits. If not, business analysts can 
also be used to  determ ine w hat needs to  be done to  achieve those benefits.
•  Specification of IT requirem ents -  The business systems analyst typically use standard modeling 
techniques like data modeling or use case modeling.
R ecom m endation
Initially when analyzing the responses to  interview  responses, a good portion o f the responses seemed 
to relate to  the annual planning process:
•  Projects selected to  pursue are often not w orth  their cost (tim e or money)
•  M anagem ent schedules projects w ith limited knowledge of project
•  Priorities frequently change and affect in-progress projects
•  Often underestim ate size of projects, classify large projects as small and vice versa
•  No feasibility study or modeling of innovative projects prior to  approval
•  M anagem ent selects projects to pursue w ithout having high level analysis
•  Project Priorities are set w ithout understanding of project
Then during the cause and effect analysis, a pattern began to emerge. Part of the  interview  process 
included asking participants how business analysis could assist in improving the  overall process, 
increasing the am ount of tim e resources spend on developm ent. The list above are factors th a t cost 
teams tim e that could be used in execution of the project rather than spending valuable resource hours 
just trying to determ ine basic facts about the project, only to find that the project is not viable due to  
cost or other issues. W hat if there was a strategic business analysis team? This high-level analysis 
would include a return on investment or cost benefit analysis, define the project scope and high level 
requirements, and other project information that would be presented in a Project Charter. The Project 
Charter would then be reviewed and signed off by the Project Sponsor and presented to the review  
board to  assist in their planning process.
Creating a Strategic Business Analysis role will improve the ability to  define resource needs by having 
more realistic assessment of project size and scope. Production support processes and roles should also 
be examined to ensure resources assigned to  key discretionary projects are not distracted by frequent 
interruptions. Some team s have resolved this by having rotation of designated resources for non- 
discretionary projects.
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Based on the Pareto diagram, along w ith the addition of a strategic business analysis team , other areas 
that would benefit the organization, and decrease the disparity between hours spent on non- 
discretionary versus discretionary (developm ent) projects are to define a business analysis and 
requirements process. The business analysis process has many potential models, but the im portant 
things to consider are:
•  Consistent documented processes
•  Updated project m anagem ent tem plates
•
•  Additional analysis methods 
o  Business workflow  
o  Process modeling 
o  Return on Investment
Updating of the requirements processes will require not only a documented and consistent process, but 
also training of the staff in effective requirements gathering and docum entation. M any tools are 
available to assist in this process, but the requirements traceability matrix (see sample) is necessary. It 
will not only clarify the requirements of a project, but also provide a mechanism to ensure that the  
requirements are m et all the way through testing and implem entation.
R ecom m endations for L ater R esearch
The absence of a rewards and recognition within the teams, although not high on the list o f concerns 
reported w ithin the interviews, would benefit from  some analysis. Team morale is an im portant 
component of all successful (and unsuccessful) teams. M anagem ent identified this as high risk and high 
impact, and in some cases, this may be the case. However, it is also possible that not addressing this 
issue is equally high risk and high impact. Some forms of rewards and recognition could be easily done, 
including team  recognition by IT m anagem ent for a job well done on a successful project. Another 
approach would be for m anagem ent to recognize specific members of the team  w ith "rewards for 
excellence", perhaps including a gift card to a nice restaurant, and presenting this award or awards in a 
group meeting, and sharing their success story w ith all. There may be a slight risk w ith this, but very 
slight. It is more likely that other resources will be incentivized to try to  model themselves after the  
successful co-worker. Risk does come into play if there is no reason given when a team  or an individual 
is rewarded, or if the awards are not announced or made public. Quality can come from  modeling 
others, and w ith a highly visible approach to recognizing excellence, there will be role models to  inspire 
others.
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Interview Questions:
Reorganizing Business Analysis in an IT Environment
Participant Information
Title Level
Interviewer
Date
1. When you start your day, do you have a ‘things to do’ list for that day?
2. How much of the planned tasks are you able to complete
3. What is the percent of time that you are ‘assigned’ to development projects?
4. What do you think are the primary drivers for the high number of resource hours 
spent on unplanned production issues?
5. What do you think causes low morale, and lack of motivation of some of your 
team members?
6. Looking at your old and new team, what do you think explains the difference in 
availability for doing your ‘planned’ work?
7. How would you describe the responsibilities of a Business Analyst?
8. How many of the product re-works are because of missing requirements?
9. What types of interruptions do you have during the day, if any, please describe.
10. Do you feel that teams’ goals for annual operating plan projects is realistic?
11. How is your completion rate now versus old team?
Page 2 of 3
12. Do you or your team perform feasibility studies on the business units’ project 
requests?
13. What is the prioritization for Operating Plan projects?
14. How can business analysts help address the challenges of high production issues, 
and help to free up resources for development?
15. What type of team structure would you think would increase availability of 
resources?
16. What are the strengths of the current team structures?
17. What are the weaknesses of the current team structures?
18. What are the strengths of the development process?
19. What are the weaknesses of the development process?
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R o o t C ause Tota l % T o ta l
C u m m u la tiv e
Total
silo team  stru c tu re 35 20% 35
req u irem en ts  process 22 32% 57
resource  capacity  m anagem ent 21 44% 78
stra teg ic  business analysis 18 54% 96
pro d u ctio n  su p p o rt process 16 63% 112
ad  hoc business analysis 15 71% 127
resource usage 13 78% 140
roles &  responsib ilities 13 85% 153
w eak  com m unication 9 91% 162
ad  hoc testing  process 7 94% 169
rew ard s  an d  recognition 3 96% 172
scope m anagem ent 3 98% 175
P M  application 2 99% 177
lack  of accoun tab ility 1 99% 178
40
35
30
25
20
15
10
5
0
Pareto Diagram 
Root Causes Analysis
120%
100%
80%
60%
40%
20%
0%
Count by Root Cause ^ —Cumulative %
Pareto Diagram 
Root Cause Analysis
40 120%
100%
80%
60%
40%
20%
0%
Total ^ ^ “ %Total
no project closure process 1 100% 179
Reorganizing Business Analysis in an 
Information Technology Environment
f*  Financially successful
* Growing Organization
* Innovative, highly skilled 
staff
* Highly skilled staff
* Business Units have 
assigned IT 
representative
* Applications have SME
SWOT Analysis
Falling behind other 
institutions technically 
Internet security risks
Unplanned non­
discretionary issues 
Silo Team Structure 
Weak Business and 
Technical Requirement 
processes
Over-allocate resources 
No analysis done on 
projects prior to 
Initiation
No business or process 
A n a ly s is
Some resistant to 
ange
nmunication issues
" \
\
Add new market regions
Acquisitions
Good reputation
rAd hoc business analysis
Scope management
Communication
Strategic Business 
Analysis
Roles and Responsibilities
V
Impact
Team structure
Resource Capacity 
Management
Production Support 
Procedures
Ad hoc testing
Project closure process
Resource Usage
Cause
Lack of accountability 
Lack of recognition
Team s grouped by customer not function 
Requirements process
Production Support interfering with development
Ad-hoc business analysis
Resource usage
Ad hoc testing process
Scope change management
Resource Capacity Management
Unclear roles and responsibilities
Lack of effective communications
Project closure process
Strategic Business Analysis
Project Management application
Unacceptable Acceptable Delta 1.633333
-5 5 10 0
-3 5 8 1
-2 5 7 1.5
0 5 5 2.5
0 5 5 2.5
0 5 5 2.5
0 5 5 2.5
0 4 4 2
0 4 4 2
0 3 3 1.5
0 3 3 1.5
0 3 3 1.5
0 3 3 1.5
0 2 2 1
0 2 2 1
Tornado Chart
Risk Analysis of Process Changes
6 -4 -2 0 2 4 6
Lack of accountability 
Lack of recognition
Teams grouped by customer not function 
Requirements process
Production Support interfering with development
Ad-hoc business analysis
Resource usage
Ad hoc testing process
Scope change management
Resource Capacity Management
Unclear roles and responsibilities
Lack of effective communications
Project closure process
Strategic Business Analysis
Project Management application
Unacceptable
Acceptable
Root Cause/POPIT People Organization Process Information Technology Average
weak communication skills 3 3 5 5 3 3.80
PM application 3 4 5 4 3 3.80
strategic business analysis 3 2 5 4 4 3.60
ad hoc business analysis 4 0 5 4 4 3.40
roles & responsibilities 5 5 2 4 0 3.20
requirements process 2 0 4 5 4 3.00
scope management 0 2 5 4 4 3.00
ad hoc testing process 2 3 4 3 0 2.40
lack of accountability 5 3 4 0 0 2.40
silo team structure 5 4 2 0 0 2.20
resource capacity management 5 4 2 0 0 2.20
production support process 2 2 3 3 0 2.00
rewards and recognition 3 0 3 2 1 1.80
no project closure process 3 2 4 0 0 1.80
resource usage 3 0 0 0 0 0.60
Total by POPIT class 48 34 53 38 23
Effect of Improving Root Cause 0 (No Impact) 3  5 (High Impact)
People | 
Organization | 
Processes | 
Information | 
Technology |
Roles, job description, skills, competence, management activities, culture and communication
Business model, external environment, capabilities and business memory
Value proposition, value chain and core business processes
Information requirements and standards
Technical and application architecture
W e want to evaluate the value of "fixing" each of the 15 points, so he scored by value or impact to the area in the heading. Rule is to consider an average of 3 and 
above as priority for 'fixing'. Having some easier ways to look at the graph and know what it is saying would be W ONDERFUL ;-) Also not tied to the colors so you 
can mix them up if you'd like. Otherwise the color coding in the main grid should provide an ability to glance and visualize the scores. Maybe make number in an 
interesting font? I dunno. Play with it and see what you can do. <3
2 00 2
2 00 3
2 00 4
2 00 5
2 00 6
2 00 7
2 00 8
2 00 9
2 01 0
2011
2 01 2
2 01 3
2 01 4
2 01 5
ternal
2 00 2
2 00 3
2 00 4
2 00 5
2 00 6
2 00 7
2 00 8
2 00 9
2 01 0
2011
ainter
2 00 2
2 00 3
2 00 4
2 00 5
2 00 6
2 00 7
2 00 8
2 00 9
2 01 0
2011
2 01 2
2 01 3
2 01 4
2 01 5
0
Sum of Hours 
405,748
10,319
25,321
2 2 ,5 0 4
2 4 ,6 3 9
3 1 ,77 0
3 5 ,12 6
3 4 ,27 8
3 2 ,17 2
2 6 ,4 9 0
2 8 ,9 9 5
35,461
4 9 ,6 5 0
4 1 ,2 2 2
7 ,8 03
7,806
12
149
1 ,578
1,041
1 ,194
3,551
129
47
104
2
423,877
4,821
7 ,4 90
9 ,9 52
14,472
19,883
2 2 ,5 1 4
2 6 ,8 5 0
3 9 ,55 9
5 4 ,49 8
5 1 ,25 9
5 6 ,20 6
4 8 ,0 8 7
59,151
9 ,1 37
837,431
Summary 
year %Dev
2 00 2  6 8 %
2 0 0 3  7 7%
2 0 0 4  6 9 %
2 0 0 5  6 3 %
2 0 0 6  6 2 %
2 0 0 7  6 1 %
2 0 0 8  5 6%
2 0 0 9  4 5 %
2 0 1 0  3 3%
2011 3 6%
2 0 1 2  3 9%
2 0 1 3  5 1%
2 0 1 4  4 1 %
2 0 1 5  4 6 %
2 01 6  
2 017
2 01 7
2 01 8
15,140
32,811
3 2 ,45 6
39,111
5 1 ,65 3
5 7 ,64 0
6 1 ,1 2 8
71,731
8 0 ,98 8
8 0 ,25 4
9 1 ,66 7
9 7 ,73 6
100 ,3 73
16,940
IT R esource Usage
Total H ours  vs % D e v e lo p m e n t H ours
Year
% Development 
Linear (% Development)
Total Resource Hours
Linear (Total Resource Hours)
Reorganizing Business Analysis in and 
Information Technology Environment
C. Sue Dulaney 
PM 686B 
April 20, 2015
Agenda
•  Problem
esearch
Conclusion
Recommendation
Summary
Sue Dulaney.Reorg Business Analysis.PM686B
PROBLEM
Restructuring Business Analysis in an IT Environment
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Overview
•  Low Completion rate of Key 
Initiatives
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Overview
•  Low Resource availability for 
discretionary projects
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Where to Start?
•  Examine the Current Environment 
roject data
Current team structures 
Interviews
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POPIT ™  Impact Analysis
Root Cause/POPIT People Organization(IT) Process Information Technology Average
weak com m unication skills 3 3 5 5 3 3.80
PM application 3 4 5 4 3 3.80
strategic busine ss analysis 3 2 5 4 4 3.60
ad hoc b u sin e ss analysis 4 0 5 4 4 3.40
roles & responsibilities 5 5 2 4 0 3.20
requirem ents process 2 0 4 5 4 3.00
sco p e  management 0 2 5 4 4 3.00
ad hoc testing process 2 3 4 3 0 2.40
lack of accountability 5 3 4 0 0 2.40
silo  team structure 5 4 2 0 0 2.20
resource capacity management 5 4 2 0 0 2.20
production support process 2 2 3 3 0 2.00
rewards and recognition 3 0 3 2 1 1.80
no project closure  process 3 2 4 0 0 1.80
resource usage 3 0 0 0 0 0.60
Total by POPIT class 4 8 3 4 5 3 3 8 2 3
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POPIT ™ Impact Analysis
Root Cause/POPIT People Organization Process Information Technology Average
weak communication skills 3 3 5 5 3 3.80
PM application 3 4 5 4 3 3.80
strategic business analysis 3 2 5 4 4 3.60
ad hoc business analysis 4 0 5 4 4 3.40
roles & responsibilities 5 5 2 4 0 3.20
requirements process 2 0 4 5 4 3.00
scope management 0 2 5 4 4 3.00
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CONCLUSION
Strategic Business Analysis is the Key to Success!
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saying?
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Tune in...What were they 
saying?
•  Projects selected to 
pursue are often not 
worth their cost (time or 
money)
•  Management approves 
projects with limited 
knowledge of project
•  Underestimate size of 
projects, unable to 
determine resource 
needs
No feasibility study or 
modeling of innovative 
projects prior to 
approval
Sue Dulaney.Reorg Business Analysis.PM686B
Sue D ulaney.Reorg Business A nalysis.PM 686B
Tune in...What were 
they saying?
• Lose focus on 
assigned tasks 
when interrupted 
and have to stop 
and restart
• Interruptions to 
address
unplanned issues 
cause errors on 
projects
• Many teams have 
no defined 
resource to 
address day-to­
day issues.
Formulate a Plan
Select the Best Options 
► Priority
Risk versus Impact 
Ease of Implementation
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• Provide detailed 
escalation plan
• Designate a team 
member to triage and 
assign production issues
• Designate support 
resource on rotational 
basis
• Provide protection to 
staff supporting key 
initiatives
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SUMMARY
Reorganizing Business Analysis in an Information 
Technology Environment
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42
k Short Term 
Recommendations
•  Create Strategic Business Analysis Team
•  Resource Sharing of Business Analysts and 
Business Systems Analysts across team
•  Roles and Responsibilities
•  Processes and Procedures
•  Tools and Techniques
•  On-Site Training
•  Requirements Gathering Techniques
•  Business Analysis Best Practices
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43 k Long Term 
Recommendations
»  Move teams to a functional team alignment
»  Business Systems Analyst and Business Analyst 
leave silo
»  A technical resource (BA or programmer) 
remains to assist in non-discretionary project 
analysis
»  Retain “go to" person for business units but could 
be within Business Analysis team
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FUTURE RESEARCH
On the Radar
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Ad hoc testing processes
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T e s t Lrib
On the Radar...
Rewards and Recognition
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On the Radar...
Lack of Accountability
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On the Radar...
Resources alignment
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What’s next?
•  Recommendations under review by 
Executive M anagem ent
•  Planning Consistent Business Analysis 
Processes
•  Reviewing approaches for more efficient 
resource usage
•  Considering specialized business analysis 
team
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1
1. Overview
W hen undertaking any project, it is im portant to  begin by having an understanding of w hat it is you are 
trying to  achieve, and w hat they obstacles are to  achieving it. The process of executing my Capstone 
was no exception to this rule. I would like to  share some of the lessons th a t have come out o f the final 
semester of the Capstone, and which I hope will prove as good lessons fo r others as they move forward  
in the program.
2. Lessons Learned
2.1. IRB Approval and Project Schedule
2.1.1. M y project required approval from  the Institution Review Board. Our class had some 
special challenges in this regard w ith the  addition of a new leader fo r that function. As a 
result, I was not able to  keep my initial planned interview schedule. This would 
continue to  result in project delays through the project w ith a trickle-down effect.
Could I have m itigated this?
2.1.2. First, keep moving. I w ent into a hold pattern while waiting fo r approval, when in fact 
there w ere things further down on my schedule th a t could have been addressed 
w ithout approval.
2.1.3. In addition, keep your stakeholders involved and up to  date. I had a m anagem ent team  
that I planned to brief, "as soon as I got the approval". Thinking th a t having the  
approved documents and process approved would expedite the  process. WRONG.
W hat I would have found out if I had kept m anagem ent in the  loop was th a t they had a 
vision of how the research would be conducted that was not the same as mine. As you 
might suspect, since they w ere being gracious enough to  give m e access to  their staff, 
and providing me w ith the ability to perform the interviews on site during working 
hours, they held all of the cards, (and rightfully so)
2.1.4. Because of my not keeping the key stakeholders informed I had to  w ork meetings into 
the m anagem ent teams busy schedules and review my research plan. M y plan was to  
contact 40+ team  members; there is was for me to  contact 10 -  15. M y design included 
talking to all levels of IT employees across all teams with the hope of getting about 20 
participants. W e negotiated back and forth of some points, my concern being th a t if the  
response from  those fifteen w ere too low, I would w ant to contact additional potential 
participants. This was approved and ten days after IRB approval the interview process 
began. They delay could have caused my project to fail before it ever started. However, 
I was fortunate and had a supportive m anagem ent team  in the organization and 
supportive com m ittee (thanks to both). Thirteen of the fifteen contacted responded 
promptly w ith their willingness to  participate, and I was able to schedule all but one of 
them  in the first week. I was truly lucky, so do not take the same chance. I will not ever 
make that blunder again! Remember keeping you stakeholders informed is im portant!
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22.1.5. In addition, I should have begun restructuring my approach to the research I was doing.
I had planned to methodically do the interviews, do the data analysis and then do the  
research on Best Practices. Best Practices did not require IRB approval, so I started that 
early, but should have moved on that earlier.
2.2. Scheduling
2.2.1. In my current position, w e schedule in days, so that is how I began scheduling my 
Capstone as well. Do not do it! Having tasks labeled out in hours rather than days 
provided a lot more control and helped me to  plan my w ork much m ore effectively.
2.2.2. Due to  the challenges with the IRB Approval, the failure to  communicate w ith my 
m anagem ent team , and the long delay in starting my data gathering my project was at 
risk to  not m eet target dates. These issues all began early in the semester, so I began 
re-evaluate my work approach. Not only did I switch to  hourly scheduling, I also re­
evaluated how much tim e each day would be spent on my Capstone. M y hours w ere  
increased to include lunchtime at the office, evenings until late in the evening, and 
increased weekend hours. This was still not going to  resolve all the issues, and late 
delivery was still an issue.
2.2.3. Final steps to ensure completion w ere resolved when, instead of working down through  
the task list, I started doing parallel processing. W hat is that? I started doing m ultiple  
tasks rather than waiting to complete one before moving to  the next. For instance, I 
w rote the recom m endation for the project sponsor at the  same tim e I w ro te the  final 
project report. Working back on forth on these kept m e moving. If I hit a block on one, I 
moved to  the other.
2.3. Communication
2 .3 .1 . Plan your communication with your advisors, and follow through w ith it. Be sure that 
you are clear on their expectations regarding communication, and keep in mind th a t no 
tw o people are alike. Although I stay in touch w ith the advisory team , I've found that as 
I get busy I don't communicate. Remember that they are there to  help you but they  
need to know w hat you need.
2 .3 .2 . Communication goes both ways. I have found that some of my advisors are more 
communicative then others, and that each has their own style. Find ways to ensure that 
you get the feedback you need. Texting is great for some, bad for others. Emails can be 
great but if you don't get a tim ely response, follow  up and ensure that they received 
your inquiry. Sometimes a quick visit can do more good than any other technique, so 
schedule face to  face when you can.
2 .3 .3 . Sometimes a quick visit can do more good than any other technique, so schedule face to  
face when you can. Be prepared. Have your questions ready, and be prepared to take  
notes.
2 .3 .4 . Use your advisors strengths. Be sure to pick an advisory team  that can provide different 
perspectives. Early on I was asking each the same questions. That was confusing for 
me and for them . Discuss early on areas of your project that they feel they can offer 
the most help.
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32.3.5 . W hen you don't understand something ask. I was embarrassed to  ask some questions, 
thinking th a t I was the  only one not understanding how to  do something. W hen I asked 
the question, I was quite surprised to  find that there w ere others that had the same 
questions.
2.4. Research Methods
2.4.1. W ith the small group that I had access to  I w anted to  have methods of validating data 
and obtaining stakeholder support for my recommendations based on that research. A 
few  of the  methods th a t I used effectively are:
2.4.1.1. Delphi Technique -  I presented my processed data to  a subset of the  research 
group to  see if the issues identified resonated w ith their experiences. Only one 
of the sixty-four comments was a "special case" and that provided m e w ith a 
high degree of certainty th a t I had good data. In addition, reviewers offered  
feedback on approaches that they fe lt would improve some of the  issues.
2.4.1.2. M anagem ent input -  M anagem ent buy-in will be im portant to  having the  
recommendations made having a chance for consideration and im plem entation. 
As a result, additional input was requested from  them  to  score the  identified root 
causes. They did this is tw o  ways, first by how changes to  the identified Root 
Causes would affect all areas of the organization, and second to  evaluate risk. 
They had expressed the  fact th a t risk of further interruption to  the  functioning of 
the project developm ent process was m ore im portant to  them  than the  cost of 
im plem entation, so this was used to  provide a useful tool for prioritization of the  
recommendations. In addition, those th a t w ere considered im portant by the  
researcher but high risk by the m anagem ent team  w ere still reviewed, but 
recommendations recognized the risk and found ways to  approach that might 
provide less risky, such as a phased gradual implem entation.
2.5. Self-Management
2.5.1. Pace yourself. W orking on your project continually can be risky. Fatigue contributes to 
errors. Above I said that I set goals for each day, and while that is true, I found I needed 
to set a 'stop' tim e. I have found that fatigue does not mean you cannot work late one 
night, but for me, it does mean that I cannot do it continually. Be sure to pace yourself 
and know your limits. Find ways to ensure that you stay alert, and take care of your 
other needs. (Sleeping, eating, playing...)
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1. Overview
For the initial semester of the Capstone project I selected three knowledge areas to  focus on. M y initial 
knowledge areas w ere Risk M anagem ent, Stakeholder M anagem ent and Tim e M anagem ent. For 
second semester, I changed the mix by adding scope and quality m anagem ent and dropping tim e  
m anagement. I fe lt that with the execution of the  project th a t it would be im portant to  control scope 
and quality. In spite of not tracking tim e, it was still a key area of importance to  me, and was managed 
more and more closely as the schedule began to  slip. This will be covered in lessons learned.
2. Knowledge Area Metrics
2.1. Stakeholder Management
2.1.1. Execution of the project brought all stakeholders into focus. The stakeholders and 
project sponsor, executive m anagem ent and other stakeholders from  the targeted IT 
departm ent, along w ith my com m ittee would be instrumental in the outcom e of the  
project in either a positive or a negative way.
2.1.2. Two im portant aspects o f stakeholder involvement in this process w ere keeping the  
project sponsor and project com m ittee informed on the  status of the  project with  
regard to  current project status and any anticipated concerns that might be on the  
horizon; and keeping participants stakeholders involved in the  process. I decided to  
measure my effectiveness in tw o  ways: by evaluating how well I m et my targeted dates 
for updating my project sponsor and project com m ittee on project status, and 
participant attendance in scheduled meetings.
2.1.3. I fe lt that by keeping all inform ed and involved in the  process I would have m ore open 
and effective communication in data gathering and as a result have a higher likelihood 
that the issues identified during the interview process would identify viable concerns 
that would lead to real resolution to  the issue of low completion rates in key project 
initiatives. In addition, I anticipated th a t good stakeholder m anagem ent would facilitate  
acceptance of recommendations from  both m anagem ent and team  members.
2.1.4. By routinely tracking effectiveness in each of these area, stakeholder participation and 
delivery of status reports to  the  sponsor and com m ittee, I was able to  strengthen my 
ability to stay in touch. Stakeholder contact is an area that I needed to  improve and 
with the tracking process was able to  do so, but not w ithout some challenges. Initially I 
was not effective in keeping my project sponsor and m anagem ent team  informed. I 
found that I was not using my own schedule for m eeting w ith either my organizations 
m anagem ent team  or some of my project com m ittee. This was turned around midway 
through the project by setting up regularly scheduled meetings in my office calendar.
2.2. Risk Management
2.2.1. Risk m anagem ent was an excellent choice for this project. I created a risk register and 
documented all of my anticipated risks. Ways to  m itigate these risks w ere determ ined
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2and im m ediately utilized in the  process, w ith mitigation for these issues being highly 
successful. Metrics w ere done based on effectiveness of mitigation or response, as well 
as the num ber of risks that occurred w ere not anticipated. One of the key risks that I 
encountered should have been identified and could easily have been m itigated, and was 
related to  poor stakeholder m anagem ent early in the process. Another risk that 
continued to  affect the  project tim elines throughout the project was the failure to  
recognized how not having IRB approval early in the process would affect the project 
schedule.
2.2.2. For second semester I was examining risks surrounding participants, but failed to  
anticipate how not keeping the  targeted organizations executive m anagem ent informed  
might affect the  project. This was a large oversight on my part. Once I was ready to  
start the project, I contacted the m anagem ent team  to  discuss my plan, "assuming" that 
earlier conversations w ith them  w ere a full blown blessing to  proceed. As a result of 
this assumption, ten days w ere lost from  the  date o f IRB approval to  the  date I could 
begin contacting and interviewing participants. This relates back to  poor stakeholder 
m anagem ent and w eak communication, and will be covered in lessons learned.
2.2.3. Metrics w ere done to  determ ine the % of realized risks th a t occurred, the  % of 
unidentified risks that occurred and the  % of identified risks th a t occurred in spite of 
mitigation. I w ant to  better understand if my methods of mitigation and planned 
responses are effective. I also am attem pting to  see if I am effective in identifying the  
potential risks in a project if a high % of unidentified risks occur, I will know that I have 
not been thorough in evaluating project risks. I expect this exercise to  improve my 
understanding of how to  build a stronger understanding of potential project risks, and 
help in future projects. This was an effective model for evaluating and learning the  
importance of mitigation and being prepared w ith effective responses.
2.3. Scope Management
2.3.1. Scope M anagem ent was done by using the requirem ents traceability matrix and 
performing metrics on the num ber of changes to requirem ents w ithin each phase of the  
execution process. M y concern was that issues might be identified during the  interview  
process that w ere outside of the Business Analysis and Team Structure areas o f the  
organization. If these had high scores w ithin the Pareto Analysis, it was anticipated that 
I would need to extend my scope. I wanted to control this through a solid change 
m anagem ent process, providing a paper trail of changes in direction. Other possibilities 
w ere that it would be determ ined not to pursue these issues, and provide them  for later 
consideration depending on feedback from  the project sponsor.
2.3.2. Scope m anagem ent was highly beneficial to the project success. Any revisions w ere  
tracked on the Requirements Traceability Matrix, and metrics w ere perform ed to 
determ ine how effective initial requirements w ere. Initially a change in direction was 
made on the requirements for data analysis but as the project progressed the number 
of changes to  requirem ents remained in the acceptable level.
2.3.3. As a m em ber of an organization that is strong in filing change requests for system 
updates, w e are very weak in tracking project requirem ents changes, or in getting sign 
off for these changes. I wanted to  experience the benefit of good tracking of 
requirements and be able to effectively communicate that value of doing so. It was a
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shifting of focus or requirements! I think my Scope m anagem ent was beneficial overall 
to "keeping my eye" on the real goal of the project.
2.4. Quality Management
2 .4 .1 . Q u a lity  is an im p o rta n t aspect o f any p ro ject, and I w a n te d  to  be sure th a t  I 
con tro lled  q u a lity  w ith  regard to  tw o  m ain areas: Did I ask th e  right questions?  
Did I ge t v iab le  solutions fro m  th e  data  th a t  I g a thered ?
2 .4 .2 . The m ost exciting aspect o f th is p ro ject w as seeing th a t  not only did I ask th e  
right questions, but also th a t  th e  decision to  use o p e n -e n d ed  questions and  
in te rv ie w  face to  face w as on ta rg e t. This aspect o f th e  p ro ject w as spot on w ith  
a y e llo w  status early  on due to  being unable to  eva lu a te  th e  e ffectiven ess o f  
e ith e r  th e  questions o r th e  d a ta . Tracking  these  co m p o n en ts  provided m e w ith  
reassurance th a t  th e  data  w as viab le  and th a t  th e  questions did n o t need to  be 
revised as provided in risk m itigation .
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K NO W LED G E  A R E A  M ETR IC S  - R e o rg a n iz in g  B us ine ss  A n a ly s is  i n  a n  IT  E n v iro n m e n t
critical Success Factor Priority Performance Metric Metric Target Responses PPM1 Analysis PPM1 PPM2 Analysis PPM 2 PPM3 Analysis PPM 3 PPM4 Analysis PPM4
Scope Management H
N u mber of revi ew cycl es It take s to get 
requirements sign-off by Project Sponsor N o m ore th an f ou r revi ew cycle s
If more than four cycles required 
to gather requirements, review 
h ow re qu ire me nts we re gath ere d 
and document issues in lessons 
learned.
First round of 
requirements 
gath e ling 
completed, review 
In process. Focus 
group review 
planned, unable to 
determine 
success/fallure
Data collection has 
only required one 
review of data, and 
based on responses
further review.
First round of
gathenng 
completed, 
Refining data 
through individual 
feedbackfrom 
selected
Initial data review 
has provided a rich 
amount of relevent 
data. Cause and 
effect analysis is 
being reviewed by 
subset of
rounds of collection 
and valid data.
Requirements 
gathering 
completed, Data 
analysis of data 
completed. Project 
Sponsor and other
revealed nofurther
Data has revealed 
some excellent
process
indicatesfeedback 
relevent to current
Nochangesto
requirements.
Calculate the % of change requests opened 
because of missed or Incorrect 
requirements.
< 20% perweekly reporting cycle 11,10%
data analysis 
workflow due to
Revision of project 
schedule to convert 
from daily to hourly;
Continue on same
Calculate the % of change requests opened 
because of a change of direction by 
stake hoi de rs an d spon sor.
< 20% pe rwee kly reportl ng cycl e 2.22%
Only using red and 
green isnot 
sufficient to clarify 
status. Use 3 levels
Hlgh/Medium/Low
Continue on same
tornado diagram to 
analysis.
Continue on same Continue on same
Quantity of Change Request < 2 perweekly reporting cycle 9.00 Same as above Same as above
Quality Management
Di d proj e ct req ul re me nts provl deaposslble 
solution Yes, per review by Project Sponsor
If no, analyze the process and how 
it could have been more effective 
Add to lessons learned.
Unknown
Too early In project 
to obtain
meaningful metrics 
using this criteria.
Yes per review of 
project sponsor anc 
Capstone advisor
Yes per review of 
project sponsor and 
Capstone advisor
Yes per review of 
project sponsor and 
Capstone advisor
vyere the interview questions effective?
>60% of responses led to 
requirements (green) 
>40% of responses led to 
requirement (yellow)
< 30% of responses led to 
requlrement(red)
Lessons Learned: Was there better 
way to word questions? Improve 
Questions during process.
Unknown
Mltagatlon dunng 
process. Still too 
early to determine 
success/fallure
Count number of 
questlonsandthose 
that produced the 
viable results
Interview process 
completed and 
questions were on 
targetforvlable 
requirements
Interview process 
completed and
targetforviable
Risk Management
Perform metrics from risk register:
% of Identified Risks where risk response 
from Risk Matrix failed
< 10%good response (green) 
<30% questionable response 
(yellow)
Add Actual Response tothe Risk 
Register and evaluate why 
proposed response was not 0% 0%
% of Identified Risks that Occurred
< 10% good mitigation (green) 
<30% questionable mitigation
Vi 0 .v)
>40% poor mitigation (red)
Lessons Learned: Was there better 
wayto mitigate risk? 16.70%
Ongoing
conversations with 
management 
earlierin process 
may hswe helped to 
forsee demand for
and participant list 
Concern was that 
review of 
documents prior to 
approval could lead 
to confusion.
% of Risk Events that were not identified < 20% of realized risks unidentified
Le ssons Leame d & Add to Risk 
Register for next similar project
Did not haveriskfor 
poor schedule 
planning. Response 
to add more hours 
to woridngschedule 
to catchup. Add to 
lessons learned.
Did not have risk 
for poor schedule 
planning.
Response to add 
more hours to 
working schedule 
to catch up. Add to 
lessons learned.
"
Stakeholderattendance at scheduled 
meetings (individual and group meetings, 
including interviews and status meetings)
< 70% participation Good
< 50% participation Fair 
<30% participation Poor
Make meetings brief and provide 
incentives for attendance. Get 
buyin from stakeholders. Use 
email to keep informed to avoid 
interferingwith work.
81%
One conference 
had to be 
rescheduled but
successfully.
Meet deliveryrequirementsforstatus 
re ports to Project Committee membersand 
Project Sponsor
>90% on time excellent (green) 
>80% on time fair (yellow) 
<80% ontimepoor(red)
Track issues with meeting 
deadlines and record in lessons
learned. Find strategies to
Stakeholder 
management needs 
to be updated to 
reflect specific 
dates. Will also add 
to Project Schedule
Need clearer 
stakeholder 
management 
expectations. Plans 
are not specific 
enough.
Stakeholder 
management need 
to be updated to 
reflect specific 
dates. Will also add 
to Project Schedule
Hcve not yet 
implemented plan.
However, sent 
status report to all 
advisors and project 
sponsor. Metwith 2 
of 3 advisors and 
scheduled 3rd.
Meetings with 
advisory team and
regulariyheld. 
Needtoadd project 
sponsor to office 
calendar.
Add to lessons 
leamedtouse 
recurring meeting 
capability in MS 
Office to schedule 
regular meetings 
with key 
stakeholders.
Added regular 
meetingswith 
advisors to office 
calendare and having 
regular meetings 
with all but one 
advisor. Email
him successful
Communication
committee 
me mber was done 
via email due to 
theirwork load, 
rh is was not always 
effective but 
continued to
toface and phone 
conferenceswith
spon sor worked
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43.1.1. The above table was used to  define the metrics for each area being assessed, along with  
an action to take in the event of fair or poor performance. On Scope M anagem ent, I was 
initially just making green or red. There should have been at least a 'yellow' to  better 
define the metric. This was updated on a go forward basis, and having three levels of 
scoring on metrics is im portant to better define the status. Having a "yellow" warning is of 
value to say, you need to do something different, or to alert the PM of potential issues 
before they become a real crisis.
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Critical Success Factor Priority Performance Metric Metric Target Responses PPM1 PPM2 PPM3 Analysis PPM3 PPM4 Analysis PPM4
Scope Management H
N u m b e r o f  re v ie w  cycles it  takes to  get 
re q u ire m e n ts  s ig n -o ff by P ro ject Sponsor
N o  m o re  th a n  fo u r re v ie w  cycles
If  m o re  th an  fo u r cycles req u ired  to  
g a th e r re q u ire m e n ts , re v ie w  how  
re q u ire m e n ts  w e re  g a th e red  and  
d o c u m e n t issues in lessons learn ed .
First round o f  
req u ire m e n ts  
g ath e rin g  co m p le te d , 
re v ie w  in process. 
Focus g roup  rev ie w  
plan n ed . U n ab le  to  
d e te rm in e  
success/failure
First round o f  
req u ire m e n ts  
g ath e rin g  co m p le te d , 
Refin ing d a ta  th roug h  
indiv idual feed b ack  
fro m  selected  
partic ipants
R eq u irem en ts  
g ath e rin g  co m p le te d , 
D ata  analysis o f data  
co m p le te d . P ro ject 
Sponsor and o th e r  
p artic ip an t co n ta ct 
revealed  no fu rth e r  
req u ire m e n ts
D ata has revealed  
som e e x ce llen t areas  
to  address in process  
im p ro v e m e n t. Data  
re v ie w  by partic ipants  
indicates feed b ack  
re 1 e v e n t to  cu rre n t  
e n v iro n m e n t
N o  changes to  
re q u irem en ts .
C alculate th e  %  o f  change requests  opened  
because o f  missed or inco rrec t re q u irem en ts .
< 2 0 %  p er w ee k ly  re p o rtin g  cycle 1 1 .1 0 % 33.33% 1 1 .1 0 %
Revision o f  p ro je c t 
schedule to  co n v ert 
fro m  d aily  to  hourly;
0 .0 0 %
C on tin u e on sam e  
path.
C alculate th e  %  o f  change requests  opened  
because o f  a change o f  d irec tio n  by stakeho lders  
and sponsor.
< 2 0 %  p er w ee k ly  re p o rtin g  cycle 22.22% 0.00% 0.00% 
0.00% 0.00%
C on tin u e on sam e  
path .
0.00%
0.00%
C on tin u e on sam e  
path.
Q u a n tity  o f  C hang e R equest <  2  p e r w e e k ly  rep o rtin g  cycle
Quality Management H
Did p ro je c t re q u ire m e n ts  provide a possible  
solution
Yes, p e r re v ie w  b y  P ro je c t Sponsor
I f  no, analyze  th e  process and h o w  it 
could  have b een  m o re  e ffe c tiv e  Add 
to  lessons learn ed .
U n kn o w n
Yes p er rev ie w  o f  
p ro je c t sponsor and  
C apstone advisor
Yes p er rev ie w  o f  
p ro je c t sponsor and  
C apstone advisor
Yes p er rev ie w  o f  
p ro je c t sponsor and  
C apstone advisor
W e re  th e  in te rv ie w  ques tio n s e ffec tive?
>  6 0  %  o f  responses led to  
re q u ire m e n ts  (g ree n )
> 4 0  %  o f  responses led to  
re q u ire m e n t (y e llo w )
<  3 0  %  o f  responses led to  
re q u ire m e n t (re d )
Lessons Learned: W as  th e re  b e tte r  
w a y  to  w o rd  questions? Im p ro ve  
Q ues tio n s  d u rin g  process.
U n kn o w n 70.00%
In te rv ie w  process  
c o m p le te d  and  
questions w e re  on  
ta rg e t fo r  v iab le  
re q u ire m e n ts
In te rv ie w  process  
c o m p le ted  and  
questions w e re  on  
ta rg e t fo r  v iab le  
re q u ire m e n ts
Perform metrics from risk register:
% o f Id en tified  Risks w h e re  risk response from  
Risk M a tr ix  fa iled
<  1 0 %  good response (g ree n )
< 3 0  %  q u e s tio n ab le  response (ye llo w ) 
> 4 0 %  p o o r response (red )
Add A ctual Response to  th e  Risk 
R egister and e v a lu a te  w h y  proposed  
response w as  n o t a p p ro p ria te
0% 0%
“  |
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Critical Success Factor Priority Performance Metric Metric Target Responses PPM1 PPM2 PPM3 Analysis PPM3 PPM4 Analysis PPM4
Risk Management H %  o f  Id e n tif ie d  R is k s  t h a t  O c c u rre d
<  1 0 %  g o o d  m it ig a t io n  (g re e n ) 
< 3 0  %  q u e s t io n a b le  m it ig a t io n  
(y e llo w )
> 4 0 %  p o o r  m it ig a t io n  (re d )
L e s s o n s  L e a rn e d : W a s  th e re  b e tte r  
w a y  t o  m it ig a te  r is k ?
16.70% 0 % 0 % 0 %
%  o f R isk  E ve n ts  th a t  w e re  n o t id e n tifie d <  2 0 %  o f  re a liz e d  r is k s  u n id e n tif ie d
L e s s o n s  Le a rn e d  &  A d d  t o  R isk  
R e g is te r  f o r  n e x t  s im ila r  p ro je c t
0% 13% 20%
D id  n o t h av e  r isk  for 
p o o r sc h e d u le  
p la n n in g . R e sp o n se  to  
a d d  m o re  h o u rs  to  
w o rk in g  s c h e d u le  to  
c a tc h  up . A d d  to  
le sso n s  le a rn e d .
20%
D id  n o t h av e  r isk  for 
p o o r s c h e d u le  
p la n n in g . R e sp o n se  
to  a d d  m o re  h o u rs  to  
w o rk in g  s c h e d u le  to  
c a tc h  u p . A d d  to  
le sso n s  le a rn e d .
Stakeholder Management H
S ta k e h o ld e r  a tte n d a n c e  a t  s c h e d u le d  m e e t in g s  
( in d iv id u a l a n d  g ro u p  m e e t in g s , in c lu d in g  
in te rv ie w s  a n d  s ta tu s  m e e tin g s )
<  7 0 %  p a rt ic ip a t io n  G o o d  <  
5 0 %  p a rt ic ip a t io n  F a ir  < 3 0  %  
p a rt ic ip a t io n  P o o r
M a k e  m e e t in g s  b r ie f  a n d  p ro v id e  
in c e n t iv e s  f o r  a t te n d a n c e . G e t  b u y  in  
fro m  s t a k e h o ld e rs . U se  e m a il t o  k e ep  
in fo rm e d  t o  a v o id  in te r fe r in g  w ith  
w o rk .
92% 81% 80% 75%
O n e  c o n fe re n c e  had 
to  be re sc h e d u le d  
b u t w a s  d o n e  
s u c c e s s fu lly .
M e e t  d e liv e r y  re q u ire m e n ts  f o r  s t a tu s  re p o rts  to  
P ro je c t  C o m m itte e  m e m b e rs  a n d  P ro je c t  S p o n s o r
> 9 0 %  o n  t im e  e x c e lle n t  (g re e n ) 
> 8 0 % o n  t im e  f a ir  (y e llo w ) 
< 8 0 %  o n  t im e  p o o r  (re d )
T ra c k  issu e s  w ith  m e e t in g  d e a d lin e s  
an d  re c o rd  in  le s s o n s  le a rn e d . Find 
s tra te g ie s  to  re so lv e .
S ta k e h o ld e r  
m a n a g e m e n t  n e e d s 
to  be u p d a te d  to  
re f le c t  s p e c if ic  d ate s. 
W ill a ls o  add  to  
P ro je c t  S c h e d u le
S ta k e h o ld e r  
m a n a g e m e n t  n e e d s 
to  be u p d a te d  to  
re f le c t  s p e c if ic  d ate s. 
W ill a ls o  add  to  
P ro je c t  S c h e d u le
M e e tin g s  w ith  
a d v is o ry  te a m  an d  
p ro je c t  s p o n s o r  n o w  
re g u la r ly  h e ld . N e ed  
to  a d d  p ro je c t  s p o n so r  
to  o ffic e  c a le n d a r .
A d d  to  le sso n s  
le a rn e d  to  u se  
re c u r r in g  m e e tin g  
c a p a b ility  in M S O ffic e  
to  s c h e d u le  re g u la r 
m e e t in g s  w ith  key  
s ta k e h o ld e rs .
A d d e d  re g u la r 
m e e t in g s  w ith  a d v iso rs  
to  o ff ic e  c a le n d a re  an d  
h a v in g  re g u la r 
m e e t in g s  w ith  all bu t 
o n e  a d v is o r . Em ail 
c o m m u n ic a t io n  w ith  
h im  s u c c e ss fu l
C o m m u n ic a t io n  w ith  
o n e  c o m m itte e  
m e m b e r w a s  d o n e  
v ia  e m a il d u e  to  th e ir  
w o r k lo a d .  T h is  w a s  
n o t  a lw a y s  e ffe c t iv e  
b u t  c o n t in u e d  to  
c o m m u n ic a te . Face  
to  fa c e  a n d  p h o n e  
c o n fe re n c e s  w ith  
c o m m itte e  and  
sp o n s o r  w o rk e d  w ell
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1. I n t r o d u c t i o n
Each year a local financial institution’s Board of Directors provides the executive management 
team their goals, which are then translated into an Enterprise Business Plan. The Enterprise 
Business plan’s Technology plan is then organized and prioritized and Information Technology’s 
(IT’s) Operating Plan is defined. The primary goal of the projects in the Operating Plan is to 
support or enhance the organization’s business objectives. Once identified, the projects are 
organized within the IT department and assigned to various teams where resource analysis is 
performed and preliminary delivery dates are determined. The goal is to complete the full 
Operating Plan by end of year, and fill in with lower priority development and maintenance 
projects as time permits.
A review of the organization’s Operating Plans’ completion rates indicates that the percentage of 
these key projects being completed each year is decreasing. Additionally, the project request 
system data demonstrates that while the number of project hours is increasing, the percent of 
these hours that are charged to development projects is steadily decreasing. Analysis of this data 
by the executive team has identified the increase in production support hours as a principal driver 
in this decline. The production support hours include time that resources spent working on 
unplanned issues affecting internal and external users, which can be classified as break-fix or 
maintenance projects opened to add features to existing applications. It was further determined 
that much of the resource time spent on production issues are related to quality issues relating to 
the business analysis process including incomplete requirements, inadequate testing and user 
training issues.
Reorganizing Business Analysis in an IT EnvironmentProject Management Plan v 0.4
This project will focus on reducing the drain on IT resources relating to production support by 
researching other methods for organizing access to business analysts and proposing improvement 
to the business analysis process based on Best Practices. Currently, teams within IT are arranged 
in “silo” or vertical structures with resources permanently assigned to specific teams. In
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addition, lack of standardized processes within the business analysis process, leads to 
inconsistent results. By reviewing team organization and researching and applying best practices 
to the business analysis process within IT, the organization may reduce the amount of time 
resources spend on production support, increase availability of resources for completing the 
Operating Plan and contributing to the success of the Enterprise Business Plan.
Interviews with business analysts, programmers, supervisors, managers and executives will be 
performed to identify areas of concern, analyze causes and produce a SWOT analysis on the 
data. In addition, data obtained from the organization’s project request system will be used to 
determine current resource hours charged to development and support projects.
A business proposal for the redesign of the business analysis process will be created based on the 
finding of this research project. This recommendation will address whether business analysis 
resources should be dedicated to a specific team or organized as a pool available across all 
teams. Best practices will be researched for those areas identified as contributing to the high 
number of resource hours spent on support issues and changes to processes for those target areas 
will be recommended.
2 . P r o j e c t  M a n a g e m e n t  A p p r o a c h
The Project Manager has the overall authority and responsibility for managing and executing this 
project according to this Project Plan and its Subsidiary Management Plans. The project team 
will consist of a Project Sponsor, volunteers from the IT Department of the subject financial 
institution and the advisory team from the MSPM program and the University of Alaska- 
Anchorage. The Project Manager will work with all resources to perform project planning. All 
project and subsidiary management plans will be reviewed and approved by the Project Sponsor 
and Project Committee.
The Project Manager is responsible for ensuring that Stakeholders, team members and committee 
tasks are carefully coordinated with them to ensure that their regular work schedules are not 
impacted.
3 . P r o j e c t  S c o p e  S t a t e m e n t
This project is being undertaken to research possible causes of the disproportionate number of 
resource hours that are spent on unexpected day-to-day issues. Data will be collected from 
interviews with staff and management from the IT department to identify potential causes of the 
resource drain from development projects, and to apply best practices to the organizational 
structure and departmental processes and procedures. Best Practices will be applied to identified 
issues relating to business analysis within the IT department.
The organization currently experiences a large number of quality issues that are found after the 
products are implemented rather than during development and test. This situation results in 
rework costs, shortage of resources for strategic initiatives and employee morale and customer 
satisfaction issues.
C Sue Dulaney, PM686B 6
Reorganizing Business Analysis in an IT EnvironmentProject Management Plan v 0.4
Research will be conducted to assess the status quo, investigating alternative methods for 
assigning business analysis resources, interviewing Stakeholders, analyzing the data, and 
researching best practices for identified issues surrounding the business analysis process.
•  The current vertical or “silo” team structure w ill be analyzed and a SW OT analysis conducted 
using inputs from interviews with team members at all levels o f  the department.
•  A  cause and effect diagram w ill be prepared and a “Pareto” analysis o f  the causes w ill be 
produced.
•  A  cross-organizational approach for provision o f  business analysis services w ill be examined.
•  Current work flow  w ill be reviewed and analyzed.
•  Production support hours versus developm ent hours o f  the IT staff w ill be analyzed using data 
obtained from the organization’s Project Request System.
•  B est practices and other IT organizations’ m ethodologies w ill be researched.
The project will deliver to the project sponsor a Business Proposal containing recommendations 
for changes along with supporting documentation, such as organizational charts, revised 
processes and procedures and tools and techniques identified as beneficial to reducing the 
percent of IT resource hours spent on production support. It will also include a cost/benefit 
analysis of the proposed improvements and a transition plan based on a gap analysis.
The project is targeted for completion by May 2015. Since this project is being performed on a 
volunteer basis and no expenses anticipated, there is no monetary budget.
3 .1 . L i m i t a t i o n s  a n d  E x c l u s io n s
This project will be limited to researching and recommending changes to the business 
analysis structure and processes within the IT department of the financial institution. It 
will not include other possible drivers including but not limited to factors such as 
employee turnover, changing project priorities, compliance issues, network issues or 
rapid organizational change.
4 . M i l e s t o n e  L i s t
The chart below contains major project milestone to provide a brief overview of various phases 
of the project. The full list of tasks will be included in the project schedule and Work 
Breakdown Structure (WBS). The Project Manager is responsible for monitoring and controlling 
the project schedule. Any changes will be reviewed using the change management process and 
any approved changes to these milestones or dates will be communicated to the project team by 
the Project Manager.
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M ilestones Estim ated C om pletion T im efram e
IRB Approval N ovem ber 21, 2015
Project Management Plan Approval N ovem ber 26, 2015
Perform interviews Decem ber 30, 2014
Complete Data Analysis January 26, 2015
Perform SW OT A nalysis o f  Cause/Effect January 28, 2015
D esign Proposed Process Changes February 6, 2015
Perform Cost Benefit Analysis March 17, 2015
D eliver Business Proposal for Approval to Project 
Sponsor
April 8, 2015
5 . P r o j e c t  S c o p e  M a n a g e m e n t  P l a n
Scope management for the Project will be the responsibility of the Project Manager. The scope 
for this project is defined by the Scope Statement and Work Breakdown Structure.
5 .1 . S c o p e  M a n a g e m e n t  A p p r o a c h
For this project, scope management will be the sole responsibility of the Project Manager. 
The scope for this project is defined by the Scope Statement and Work Breakdown 
Structure. The Project Manager will manage the scope by using the Requirements 
Traceability Matrix and a Change Management Process to ensure that all requirements are 
tracked through the life of the project, and that any requests for changes are properly 
analyzed, an impact analysis performed and action taken by the Change Control Board. 
Proposed scope changes may be initiated by the Project Manager, Project Sponsor or 
Stakeholders. Additional details are provided in the Change Management section. (Section
7)
5 .2 . S c o p e  D e f i n i t i o n
The scope for this project will be defined by a comprehensive requirements collection 
process. The current business analysis process and the vertical structure for the business 
analysis resource allocation will be researched. Interviews will be conducted from a cross
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section of the IT teams to identify areas for possible improvement. From the data collected 
during interviews, a cause and effect study will be performed, and a Pareto diagram created. 
This data will be further analyzed and results presented using a SWOT analysis.
5 .3 . S c o p e  D e s c r i p t i o n
This project will analyze current business analysis procedures within IT with focus on the 
current team structures and processes and procedures. Research will be performed to 
identify how performance might be improved by making the business analysis resources 
available across all teams and having standardized, repeatable processes for business 
analysis. Current processes will be documented, using organization charts, IT Procedures 
manual, IT Project Request System data and interviews with all levels of staff within the IT 
department. Data analysis, including cause and effect analysis and SWOT analysis will be 
performed to identify key areas to be targeted for possible changes. Best Practices and other 
organizations’ experiences will be researched to assist in the development of a 
recommendation to revise processes with the goal of improving the effectiveness of the 
Business Analysts role and the hope of decreasing the time IT resources spend on support 
and potentially increasing resource availability for key organizational initiatives.
The scope of this project includes all research and analysis, requirements gathering, 
planning, design, and development to produce a recommendation for changes to the 
business analysis process. The recommendation may include revising team structure, 
resource allocation, processes and procedures, tools and techniques and training programs.
5 .4 . H i g h  L e v e l  R e q u i r e m e n t s
The following high level requirements have been identified for the Reorganizing Business 
Analysis in an IT Environment:
•  D eliver a Business Proposal with supporting documentation detailing recommendations for 
reorganizing the business analysis process
o Recom m end whether business analysis services should continue to be allocated in the 
current dedicated resource m odel or using some other allocation model, 
o Identify possible areas o f  business analysis process that could reduce the need for 
production support hours by IT staff 
o Provide recommended changes to the identified processes 
o Identify top areas o f  focus using SW OT analysis and Cost Benefit Analysis
5 .5 . B o u n d a r i e s  A n d  E x c l u s io n s
This project includes all work associated with researching, planning, designing, and 
recommending changes to the business analysis process. This includes requirements
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gathering, interviewing IT volunteers, creating conceptual designs and performing data 
analysis to support the recommendation, and provide examples of recommended tools and 
techniques when applicable. This project will not develop a prototype of the design or 
provide an implementation plan.
5 .6 . S t r a t e g y
Research of possible resource allocation of business analysis services will be performed to 
determine if it would be beneficial to move services from the current methodology of 
dedicated resources on each team to a more effective model, such as cross-team allocation. 
Interviews of IT staff will be performed. Analysis of the data will be used to identify areas 
within the business analysis process that contribute to the drain of resources to support 
production issues. Once areas needed improvement are identified, SWOT analysis and best 
practices will be used to formulate possible solutions.
5 .7 . D e l i v e r a b l e s
This project will deliver a Business Proposal to make changes to the business analysis 
processes within the IT department with the goal of decreasing the resource hours required 
for supporting production issues and possibly increasing availability of resources for the Op 
Plan initiatives. This proposal will review possible changes including:
1. Business A nalysis Resource Allocation
2. Updates to the business analysis process
3. Tools and Techniques to support changes
4. Business analysis training plan
5 .8 . A c c e p t a n c e  C r i t e r i a
Acceptance criteria have been established to ensure thorough vetting and successful 
completion of the project. The following acceptance criteria must be met in order to achieve 
success for this project:
1. Follow ing review o f  the recommendation for reorganizing business analysis the Project Sponsor 
agrees to consider this recommendation as a possible solution to increase the availability o f  IT 
resources for developm ent projects.
5 .9 . C o n s t r a in t s
The following constraints have been identified for Reorganizing Business Analysis in an 
Information Technology department:
1. Subject Matter Experts (SM Es) w ill be working on a voluntary basis
2. Scheduling must be done at the convenience o f  participants
3. Some o f  the resources that perform business analysis are resistant to change
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4. Periodic reviews of finding will need to be done to ensure buy-in from Stakeholders
5. Project must be completed by close of business on April 6, 2015
5 .1 0 . A s s u m p t io n s
Several assumptions have been identified for this project. During the project planning cycle
every effort must be made to identify and mitigate any risk associated with the following
assumptions:
1. Project Request System (PRS) will contain appropriate data to perform analysis on production 
support and product development hours
2. All teams within IT will be able to implement consistent procedures and not require unique 
solutions for specific teams
3. IT Management is aware of the need for improvements and will be receptive to sharing their 
visions with the Project Manager
4. All teams within IT will be willing to participate in interviews and focus groups
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5 .1 1 . W o r k  B r e a k d o w n  S t r u c t u r e
The Work Breakdown Structure (WBS) below provides the project deliverables and work 
packages for the Reorganizing Business Analysis in an IT Environment.
5 .1 2 .  S c o p e  V e r i f i c a t i o n
As this project progresses the Project Manager will verify interim project deliverables against 
the original scope as defined in the scope statement and Work Breakdown Structure. Once 
the Project Manager verifies that the scope meets the requirements defined in the project 
plan, the Project Manager and Sponsor will meet for formal acceptance. The Project Sponsor 
will accept the deliverable by signing a project deliverable acceptance document. This will 
ensure that project work remains within the scope of the project on a consistent basis 
throughout the life of the project.
5 .1 3 .  S c o p e  C o n t r o l
The Project Manager and the Advisory Committee will work together to control the scope of 
the project. The Project Manager will oversee the project team and the progression of the 
project to ensure that this scope control process is followed.
If a change to the project scope is needed the process for recommending changes to the scope 
of the project must be carried out. All change requests must be submitted to the Project 
Manager in the form of a project change request document. Scope will be managed through 
the Change Control Process detailed in the Change Control Process in Section 7.
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6 .1 . I n t r o d u c t i o n
Requirements will be obtained from focus groups and individual interviews with IT staff to 
identify strengths and weaknesses of the current process and how these impact IT resources 
and day-to-day production support issues.
6 .2 . R e q u i r e m e n t s  M a n a g e m e n t  A p p r o a c h
The approach for gathering requirements will utilize the following methodology: data 
gathered as a result of interviews and focus groups, a “cause and effect” analysis using a 
Pareto diagram, a SWOT analysis and research on resource allocation for business analysis.
Once requirements have been identified and analyzed, they will be documented and added to 
the Requirements Traceability Matrix
The Project Manager will ensure that all requirements are recorded and will pursue 
clarification on unclear requirements. As the project progresses requirements may be added 
or changed in some way. The Project Manager must follow the established change control 
process in order to propose any changes to requirements and receive approval from the 
Change Control Board.
Reorganizing Business Analysis in an IT EnvironmentProject Management Plan v 0.4
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6 .3 . R e q u i r e m e n t s  T r a c e a b i l i t y  M a t r i x
T h e requirem ents traceab ility  m atrix fo r  R eo rg a n iz in g  B u sin e ss  A n a ly s is  in  an IT  E n viron m en t is  d eta iled  b e lo w . T h is m atrix p rov id es a thread from  all product requirem ents  
through u ser  accep tan ce. A n y  approved  ch a n g es in  project sco p e  or requirem ents w ill resu lt in  ch a n g es to  th e  traceab ility  m atrix b e lo w . A n  im p act a n a ly sis  w ill b e  perform ed and  
b ased  on  im p acts o f  the approved  ch an ges, th e  P roject M an ager w ill m ake the n ecessa ry  ch a n g es to  the m atrix and co m m u n ica te  th o se  ch a n g es to  all project S takeholders.
R equirem ents T ra ce a b ility  M atrix
Re
qu
ir
em
en
t #
Source
(Stakeholder
Name or
Group,
Reference
Document,
etc.)
Stakeholder
Register
Reference
Requirement Description Requirement 
Classification 
(business, 
functional, 
regulatory, etc.)
Project Objective 
Reference
Priority
H,M .L
WBS Work
Package
Reference
Impact Acceptance
Criteria
Risk
Register
Reference
Key
Dependencies 
, Impacts, 
Constraints
Owner
1 WBS 1 Develop Interview Questions business H 15 SD
2 WBS 1 Schedule Interviews business H 16 5 SD
3
WBS
Perform Interviews and Focus 
Groups business
H
17 SD
4 WBS 1 Record Interview  Results business H 19, 20 SD
5 Scope 1 Perform Cause and Effect Analysis business H 63
6 Scope 1 Create Pareto Diagram business H 63
7 Scope 18 Perform SWOT Analysis business H 64
8
WBS 1
Prioritize Issues Identified by 
Analysis for possible changes business
H
65
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Requirements Traceability M atrix
R
eq
ui
re
m
en
t 
#
Source
(Stakeholder
Name or
Group,
Reference
Document,
etc.)
Stakeholder
Register
Reference
Requirement Description Requirement 
Classification 
(business, 
functional, 
regulatory, etc.)
Project Objective 
Reference
Priority
H,M.L
WBS Work
Package
Reference
Impact Acceptance
Criteria
Risk
Register
Reference
Key
Dependencies 
, Impacts, 
Constraints
Owner
9
Scope 1
Breakout project hours by 
production support vs product 
developm ent business
H
22 3 SD
10
WBS 1
Identify production support hours 
related to  product developm ent 
processes business
H
23 SD
11 Scope
Docum ent 1
Research Best Practices for 
Software Product Developm ent business
H
31 SD
12 Scope
Docum ent 2
Research Successful Organizations 
Processes and Procedures business
H
32 SD
13 Scope
Docum ent 2
Identify causes of Production 
Support hours business
H
23 SD
14
Scope 1
Research vertical vs horizontal 
team  structures business
H
32
15
Scope 1
Research options fo r resource 
allocations of business analysis 
resources business
H
32
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6 .4 . R e q u i r e m e n t s  P r i o r i t i z a t i o n  P r o c e s s
T h e P roject M an ager w ill  w o rk  w ith  th e  S takeholders to  ensure that the requirem ents are refined  
and c larified , and priorities a ssign ed , b a sed  on  feed b a ck  from  th e  P roject S p on sor and  
Stakeholders, u s in g  resu lts o f  th e  C au se  and E ffe c t  a n a ly sis  and SW O T  an alysis.
P r io r it y  L e v e l D e f in it io n
High T h e s e  requirem ents are  mission critical. T h e y  are  required for project/product success or for progression to next project phase
Medium T h e se  requirem ents support product/process operations but can be completed  under the next product re lease
Low T h e s e  requirem ents are  quality and /or functional enhancem ents  and are not desirable if tim e and resources perm it
A s the project m o v e s  forw ard and additional constra in ts are id en tified  or there are is su e s  w ith  
resou rces, it m ay b e  n ecessa ry  for the P roject M an ager to  m ee t w ith  the C h an ge C ontrol B oard  
and P roject S p on sor to  determ ine w h a t requirem ents m ust b e  a ch iev ed , w h ic h  can  b e  re-b ase­
lin ed , or w h ich  can b e  exclu d ed . T h ese  determ inations w ill  b e  m ad e b ased  on  the priorities o f  
the requirem ents and w h ich  le v e l th ey  are a ssig n ed  in  accord an ce w ith  the chart ab ove. A s  any  
ch a n g es in  requirem ents are m ade, all project d ocu m en ta tion  m ust b e  updated  in  th e  C h an ge  
L o g , R eq u irem en ts T raceab ility  M atrix  and other project d ocu m en ts b y  the P roject M anager.
7 . C h a n g e  M a n a g e m e n t  P l a n
T he step s in v o lv e d  in  the P roject M an agem en t P lan  fo r  th is  project is  o u tlin ed  b e lo w .
Step D escr ip tio n A ctio n A ctor
1 Id en tify  n eed  fo r  ch an ge Subm it C h an ge R eq u est to  
Proj ect M anager
A n y  S takeholder
2 R ecord  request L o g  request in  C h an ge  
R eq u est L o g
P roject M anager
3 E va lu ate  th e  ch an ge  request C on d u ct im p act a n a ly sis  on  
R isk , S ch ed u le , C o st and  
S co p e
P roject M anager
4 D eterm in e  D isp o s it io n  o f  
R eq u est
R e v ie w  fin d in g s, eva lu ate  all 
e ffe c ts  on  project
P roject M anager
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Step D escr ip tio n A ctio n A ctor
5 C R  A p p roved I f  approved  update all 
a ffected  d ocu m en ts w ith  
d ec is io n  and im p lem en t  
ch an ge, n o tify  team  and  
Stakeholders
P roject M anager
6 C R  R ejected U p d ate  C h an ge C ontrol L o g  
w ith  D e c is io n  and n otify  
team  and Stakeholders o f  
d ec is io n
P roject M anager
A n y  team  m em b er or stakeholder m ay subm it a ch an ge request (A p p en d ix  A ) for  th is  project to  
the P roject M anager. T he P roject M an ager w ill lo g  all requests in  the ch an ge control lo g  
(A p p en d ix  A j and track requests through to  co m p le tio n  w h eth er  approved  or not.
7 .1 . C h a n g e  M a n a g e m e n t  A p p r o a c h
T he C h an ge M an agem en t approach for the R eo rg a n iz in g  B u sin e ss  A n a ly s is  in  an IT  
O rganization  w ill p rov id e a m eth o d o lo g y  to  ensure all p rop osed  ch a n g es are d efin ed , 
rev iew ed , and acted  u p on  so  th ey  can b e  properly im p lem en ted  and com m u n ica ted  to  all 
Stakeholders. T his approach w ill p rov id e protection  against im p lem en tin g  ch a n g es that are 
ou tsid e  o f  the sco p e  o f  the project.
T he C h an ge M an agem en t approach co n sists  o f  three areas:
•  E nsure ch a n g es are w ith in  sco p e  and b en e fic ia l to  th e  project
•  D eterm in e  h o w  the ch an ge  w ill  b e  im p lem en ted
•  M a n a g e  the ch an ge  as it  is  im p lem en ted
7 .2 . C h a n g e  C o n t r o l  B o a r d
T he C h an ge C ontrol B oard  (C C B ) is  the approval authority fo r  all p rop osed  ch a n g e  requests  
perta in ing  to  th e  Project. T he purpose o f  th e  C C B  is  to  r e v ie w  all ch an ge  requests, 
d eterm ine their  im p acts on  th e  project risk, sco p e , and sch ed u le , and to  approve or deny  
each  ch an ge  request. F or th is  project, the P roject M an ager w ill  b e  a s in g le  p o in t o f  con tact  
and resp o n sib le  for research ing  and a n a ly z in g  all ch a n g e  req u ests and determ in in g  the  
d isp o sitio n  o f  each  request.
A s  ch an ge  req u ests are subm itted  to  the Project M an ager b y  th e  project team /S tak eh old ers, 
th e  P roject M an ager w ill lo g  th e  requests in the ch a n g e  lo g  (A p p en d ix  A )  and th e  P roject
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M an ager w ill perform  an a ly sis  on  the request to  determ ine its e ffe c t  on  all a sp ects o f  the  
project. T he P roject M an ager w ill seek  feed b a ck  from  stakeholders and subject m atter  
experts as n eed ed  and m ake a determ ination  on  the d isp o sitio n  o f  the request w ith in  f iv e  
b u sin ess  days.
7 .3 . C h a n g e  C o n t r o l  P r o c e s s
T he C h an ge C ontrol P ro cess  for  the R eo rg a n iz in g  B u s in e ss  A n a ly s is  in  an IT E n viron m en t 
P roject w ill fo llo w  the ch an ge  p ro cess  d eta iled  in  th is docum ent. T he P roject M an ager has  
overall resp on sib ility  for ex ecu tin g  the ch an ge  m an agem en t p ro cess  for each  ch an ge  request.
1) Identify the need for a change (Stakeholders, Team & Project Sponsor) -  Change requestor 
w ill submit a com pleted change request form to the Project Manager.
2) Log change in the change request register (Project Manager) -  The Project Manager w ill keep 
a log o f  all submitted change requests throughout the project’s lifecycle.
3) Evaluate the change (Project Manager, Team, and Requestor) -  The Project Manager w ill 
conduct a preliminary analysis on the impact o f  the change to risk, cost, schedule, and scope 
and seek clarification from team members and the change requestor.
4) Make D ecision  on change request (Project Manager) -  The PM w ill review the proposed 
change and decide whether or not the Change Request w ill be approved based on all 
submitted information and findings from the analysis.
5) D isposition o f  the Change Request w ill be recorded in the Change Control Log (Project 
Manager) and all appropriate documents w ill be updated.
8 . St a k e h o l d e r  M a n a g e m e n t  P l a n
The Stakeholder M anagement Plan w ill be used to gather all information regarding stakeholder 
identification, their significance to the project, their level o f  interest and impact on the project. The 
template can also be used for stakeholder com munication management as well.
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8 .1 . S t a k e h o l d e r  M a n a g e m e n t  P l a n
Stakeholder Register Template
Id e n tifica tio n  In fo rm a tio n A sse ssm e n t In fo rm a tio n  (T h e ir  p ro je c t  re q u ire m e n ts  
a n d  e x p e cta tio n s )
C la ss ific a tio n  (T h e ir  re la t io n sh ip  to  an d  a b ility  
to  im p a c t  p ro je ct)
C o m m u n ic a tio n  (H o w  th e y  lik e  to  be  
c o m m u n ic a te d  w ith )
Organizati
on
Position/Title Location Role Contact
Information
Major
requirements
Measures 
of Success
Expectations Primary
Concerns
Other
helpful
info
Classificatio 
n (e.g. P/l, 
P/l, l/l, 
Salience, 
etc.)
Current 
Level of 
Support
Desired 
level of 
support
Key
influences
/relationshi
ps
Other
helpful
info
Mode Frequenc
y
Level of 
detail
Format Other
helpful
info
In te rn a l
S ta k e h o ld e r
s
Sue Dulaney The
Subject
Organizat
ion
Sr. Business
Systems
Analyst
Electronic and 
Card
Applications
Project
Manager
X 2171
Mike Brady The
Subject
Organizat
ion
Vice
President,
IM
Governance
Information
Management
Project
Sponsor
X 2347 Rework BA 
structure; 
cross team 
availability; 
standardize 
d
processes
Improve
business
analysis;
increase
resources
for dev.
projects
Interested
Influencer
Med Med Board, 
CIO, COO
Email Weekly High Email
John Shipe The
Subject
Organizat
ion
CIO Management
Information
Systems
Stakeholder X 2994 Increase
resource
availability
Complete 
annual 
project 
initiatives 
on time
Mike Longlet The
Subject
Organizat
ion
Senior Vice
President,
IM
Applications
Information
Management
Stakeholder X 2700 Increase
resource
availability
Improve
vendor
selection
process
Tim Mielak The
Subject
Organizat
ion
Applications
Group
Manager
Information
Management
Stakeholder X 2168 Reduce
number of
trouble
tickets
opened and
support
hours
Time to do
more
cutting
edge
projects
M ike O'Reilly The
Subject
Organiza
tion
Application 
s Group 
Supervisor
Information
M anagem ent
Stakeholder X 6335 Reduce 
time spent 
on re­
working 
program 
code
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Stakeholder Register Template
Id e n tifica tio n  In fo rm a tio n A ss e s s m e n t In fo rm a tio n  (T h e ir  p ro je c t  re q u ire m e n ts  
a n d  e x p e cta tio n s )
C la ss ific a tio n  (T h e ir  re latio r  
to  im p a c t  pro
is h ip  to  an d  a b ility  
I'ect)
C o m m u n ic a tio n  (H o w  th e y  lik e  to  be  
c o m m u n ic a te d  w ith )
Organizati
on
Position/Title Location Role Contact
Information
Major
requirements
Measures 
of Success
Expectations Primary
Concerns
Other
helpful
info
Classificatio 
n (e.g. P/l,
PA IA
Salience,
etc.)
Current 
Level of 
Support
Desired 
level of 
support
Key
influences
/relationshi
ps
Other
helpful
info
Mode Frequenc
y
Level of 
detail
Format Other
helpful
info
Cameron
Taylor
The
Subject
Organizat
ion
Programmer 
Analyst III
Information
Management
Stakeholder X 2176 face to 
face
Bill Pollard The
Subject
Organizat
ion
Sr.
Programmer
Analyst
Information
Management
Stakeholder X 2758 face 
to face
Ian Keating The
Subject
Organizat
ion
Sr.
Programmer
Analyst
Information
Management
Stakeholder X 2167 In
person
or
email
Tracey Seidel The
Subject
Organizat
ion
Sr. Business
Systems
Analyst
Information
Management
Stakeholder X 2508 face to 
face or 
phone
Marcella
Knowlton
The
Subject
Organizat
ion
Applications
Group
Supervisor
Information
Management
Stakeholder X 2566 In
person
or
email
Cindy Deats The
Subject
Organizat
ion
Sr. Business
Systems
Analyst
Information
Management
Stakeholder X 2571 In
person
or
email
Eric Buring The
Subject
Organizat
ion
Business 
Systems 
Analyst II
Information
Management
Stakeholder X 6619 face to 
face
Angie Bryan The
Subject
Organizat
ion
Sr. Business
Systems
Analyst
Information
Management
Stakeholder X 2589 face 
to face
Steph Enders The
Subject
Organizat
ion
Sr. Business
Systems
Analyst
Information
Management
Stakeholder X 3945 Face 
to face
Charity
Chamberlain-
Reopelle
The
Subject
Organizat
ion
Business 
Systems 
Analyst II
Information
Management
Stakeholder X 6003 Prefers
email
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Stakeholder Register Template
Id e n tifica tio n  In fo rm a tio n A ss e s s m e n t In fo rm a tio n  (T h e ir  p ro je c t  re q u ire m e n ts  
an d  e x p e cta tio n s )
C la ss ific a tio n  (T h e ir  re la tio r  
to  im p a ct pro
ish ip  to  an d  a b ility
e ct)
C o m m u n ic a t io n  (H o w  th e y  lik e  to  be  
c o m m u n ic a te d  w ith )
Organizati
on
Position/Title Location Role Contact
Information
Major
requirements
Measures 
of Success
Expectations Primary
Concerns
Other
helpful
info
Classificatio 
n (e.g. P/l, 
P/l, l/l, 
Salience, 
etc.)
Current 
Level of 
Support
Desired 
level of 
support
Key
influences
/relationshi
ps
Other
helpful
info
Mode Frequency Level of 
detail
Format Other
helpful
info
External
Stakeholders
LuAnn Piccard UAA
PM Program 
Director
MS PM Office Committee
Member
786-1917
lpiccard@
uaa.alaska
.edu
Phone Schedul
e
Every
Other
Week
Status 
Summar 
y Day 
Prior
Email
Roger Hull UAA Instructor MS PM Office Committee
Member
786-1923
rkhull@ua
a.alaska.e
du
Email
/
Office
visits
As
needed 
not less 
than 
weekly
Provide
status;
detail
question
Email Call
before
coming
by
office
Jim Bates UAA Adjunct
Professor
MS PM Office Committee
Member
854-6790
jlbates@g
o-big.com
Email As
needed 
at least 
bi­
weekly
Ask
specific
question
s
Bullet
in
email
Phone
when
neede
d
Seong Dae 
Kim, Ph.D.
UAA Associate
Professor
MS PM Office Committee
Member
786-1922
sdkim2@
uaa.alaska
.edu
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8 .2 . S t a k e h o l d e r  C o m m u n i c a t i o n  R e q u i r e m e n t s
A s  part o f  id en tify in g  all project S takeholders, th e  P roject M an ager w ill co m m u n ica te  w ith  
each  stak eh old er in  order to  d eterm ine their  preferred freq u en cy  and m ethod  o f  
com m u n ica tion . T h is feed b a ck  w ill  b e  m ain ta in ed  b y  th e  P roject M an ager in the p roject’s 
S takeholder R eg ister . Standard project co m m u n ica tio n s w ill  o ccu r  in  accord an ce w ith  the  
C om m u n ication  M atrix; h o w ev er , d ep en d in g  on  th e  id en tified  stak eh old er com m u n ica tio n  
requirem ents, in d iv idual co m m u n ica tio n  is  accep tab le  and w ith in  the constraints ou tlin ed  for  
th is project.
In addition  to  id en tify in g  com m u n ica tio n  preferen ces, stak eh old er com m u n ica tion  
requirem ents m ust id en tify  th e  p roject’s com m u n ica tion  ch an n els and ensure that 
S takeholders h a v e  a c c e ss  to  th ese  ch an n els. I f  project in form ation  is  com m u n ica ted  v ia  
secu re  m ean s or through internal com p an y  resou rces, all S takeholders, internal and external, 
m u st h a v e  the n ecessa ry  a c c e ss  to  r e ce iv e  project com m u n ica tion s.
O n ce  all S takeholders h a v e  b een  id en tified  and com m u n ica tion  requirem ents are estab lish ed , 
th e  project team  w ill  m ain ta in  th is  in form ation  in  th e  p ro ject’s S takeholder R eg ister  and u se  
th is, a lo n g  w ith  the project com m u n ica tio n  m atrix as th e  b asis  fo r  all com m u n ica tion s.
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9 . C o m m u n i c a t i o n s  M a n a g e m e n t  P l a n
The Project Manager will take the lead role in ensuring effective communications on this project. The communications requirements 
are documented in the Communications Matrix below. The Communications Matrix will be used as the guide for what information to 
communicate, who is to do the communicating, when to communicate it, and to whom to communicate.
9 .1 . C o m m u n i c a t i o n s  M a t r i x
The following table identifies the communications requirements for this project.
Communication
Type
Objective of Communication Medium Frequency Audience Owner Deliverable Format
K ickoff M eeting . R eview  project objectives 
and management approach.
•  Face to Face Once •  Project Sponsor
•  Stakeholders
Project Manager •  A genda
•  M eeting 
Minutes
•  Electronic
Project
Committee
M eetings
R eview  status o f  the project 
with the project committee. 
Email status tw o days prior
•  Face to Face
•  Call
B i-
W eekly
•  Project 
Committee
Project Manager •  Agenda
•  M eeting 
Minutes
•  Questions for 
Committee
•  Electronic
Business 
Analysis Work 
Group (Focus 
Group)
Discuss and develop design  
solutions for the project.
•  Face to Face
•  Conference Call
A s
N eeded at
least
M onthly
•  Stakeholders Project Manager •  Agenda
•  Slide Updates
•  M eeting  
M inutes
•  Electronic
Project Status 
Reports
Report the status o f  the 
project including activities, 
progress, costs and issues.
•  Email B i-
W eekly
•  Project Sponsor
•  Project Team
• Stakeholders
•  Project 
Committee
Project Manager •  Project Status 
Report
•  Project schedule
•  Electronic
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9 .2 . P r o j e c t  t e a m  C o m m u n i c a t i o n  D i r e c t o r y
Role Name Title Organization/
Department
Email Phone
Project
Sponsor
M ike Brady VP o f  
Governance
IT m.brady@alaskausa.org X  2347
Project
Manager
Sue Dulaney Project
Manager
IT c.dulaney@ alaskausa.org X  2171
Project
A dvisor
Roger Hull See
Stakeholder
Register
U A A rkhull@uaa.alaska.edu 786-1923
Project
Committee
LuAnn
Piccard
M SPM
Director
U A A 1 p i ccard@uaa.alaska.edu 786-1917
Project
Committee
Jim Bates Adjunct
Professor
U A A j lbates@ go-big .com 854-6790
Additional
Project
Stakeholders
See
Stakeholder
Register
See
Stakeholder
Register
See
Stakeholder
Register
See Stakeholder Register See
Stakeholder
Register
9 .3 . C o m m u n i c a t i o n  E s c a l a t i o n  P r o c e s s
Efficient and timely communication is the key to successful project completion. As such, it 
is imperative that any disputes, conflicts, or discrepancies regarding project communications 
are resolved in a way that is conducive to maintaining the project schedule, ensuring the 
correct communications are distributed, and preventing any ongoing difficulties. In order to 
ensure projects stay on schedule and issues are resolved, the Project Manager will use an 
escalation model to provide a framework for escalating communication issues. The table 
below defines the priority levels, decision authorities, and timeframes for resolution.
Priority Definition Decision
Authority
Timeframe for Resolution
Priority 1 Major impact to project. I f  not 
resolved quickly there w ill be a 
significant adverse impact to quality 
or schedule
Primary A dvisor W ithin 4 hours
Priority 2 Medium impact to project which  
m ay result in som e adverse impact 
to quality and/or schedule.
Project Sponsor W ithin one business day
Priority 3 Slight impact which m ay cause 
som e minor scheduling difficulties 
with the project but no impact to 
quality
Project Manager W ithin tw o business days
Priority 4 Insignificant impact to project but 
there m ay be a better solution.
Project Manager W ork continues and any 
recommendations are submitted via  
the project change control process
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10 . C o s t  M a n a g e m e n t  P l a n
The Reorganizing Business Analysis in an IT Environment Project will have no project budget. 
All resources, including the Project Sponsor, the Project Manager, the MSPM Committee and the 
project team members and Stakeholders are all volunteers.
In the event that expenses are incurred and a project budget becomes necessary, the Project 
Manager will work with the Project Sponsor and the MSPM Committee to obtain funding.
Reorganizing Business Analysis in an IT EnvironmentProject Management Plan v 0.4
1 1 . P r o c u r e m e n t  M a n a g e m e n t  P l a n
The Reorganizing Business Analysis in an IT Environment Project will not require to procure 
any supplies or services, the Project Manager will work with the project team in the event goods 
or services are needed.
In the event procurement becomes necessary, the Project Manager will be responsible for 
management of any selected vendor or external resource. The Project Manager will also 
measure performance as it relates to the vendor providing necessary goods and/or services.
12 . P r o d u c t  M e t r i c s
This project w ill use a Cost Benefit A nalysis to determine the best strategy for reorganizing the business 
analysis process. Other metrics and analysis methods w ill be used in the execution o f  the project, 
including a Pareto A nalysis and a SW OT analysis.
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13 . S c h e d u l e  M a n a g e m e n t  P l a n
The Project Manager will be responsible for d work developing work package definition, 
sequencing, and estimating duration and resources with the project team. The Project Manager 
will also create the project schedule using MS Project. The Project Manager will obtain schedule 
approval from the project committee and baseline the schedule. Any changes to the schedule 
will require a Change Request and will be put through the Change Control Process, and subject 
to the approval of the Change Control Board.
14 . Q u a l i t y  M a n a g e m e n t  P l a n
The Project Manager will review all project tasks and deliverables to ensure compliance with 
established and approved quality standards, and provide a status report to the Project Committee 
and Project Sponsor. Additionally, the Project Sponsor will sign off on the final acceptance of 
the project deliverable.
The Project Manager is also responsible for communicating and tracking all quality standards to 
the project team and Stakeholders.
ID C ritical Success C riteria Potentia l Q uality M etric P riority M etric
T arget
A ction  P lan
1 Stakeholder support Stakeholder attendance at 
scheduled m eetings (individual 
and group m eetings, including 
interviews and status m eetings)
H 70%
participation
Make m eetings brief 
and provide incentives 
for attendance. Get 
buy in lfom  
Stakeholders.
2 Risk Identification Perform metrics for:
Identified Risks: N ot Realized  
Identified Risks: Realized  
Unidentified Risks: Realized
H Anticipate 
80% o f  risks 
that
occurred. 
Less than 
10% o f  
realized 
risks should 
be
unidentified
risks
Add unidentified risks 
to Lessons Learned.
3 M eeting deliverable schedule Keep deliverables on schedule H At least 
90% o f  
deliverables 
on time
Add time to work 
schedule or add 
additional resources to  
keep project on track
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15 . R i s k  M a n a g e m e n t  P l a n
E very  attem pt w ill b e  m ade to  id en tify  risks during the in itia tion  and p lan n in g  phase, id en tify  
w a y s  to  m itigate  risks w h en  p o ss ib le , and h a v e  resp on se  strategy p rovided  i f  the risk  occurs. 
R isk s  w ill b e  ranked b y  eva lu atin g  the ‘l ik e lih o o d ’ that th ey  w ill occu r and the im p act that they  
w ill h a v e  on  the project i f  th ey  occur. T he P roject M an ager shou ld  ensure that th ey  id en tify  and  
address the h igh  im pact, m o st lik e ly  risks to  occur, and ensure that th ese  are m itigated  as m uch  
as p o ssib le . T he P roject M an ager w ill m onitor risks and p rov id e status u pdates to  the project 
sp on sor and project ad v isor  during status m eetin g s as required.
U p o n  the co m p le tio n  o f  the project, during the c lo s in g  p rocess, the P roject M an ager w ill an a lyze  
each  risk  as w e ll as the risk  m an agem en t p rocess. B a sed  on  th is an a lysis , the P roject M anager  
w ill id en tify  any im p rovem en ts that can b e  m ade to  the risk  m an agem en t p ro cess  for future  
projects. T h ese  im p rovem en ts w ill b e  captured as part o f  the le s so n s  learned  k n o w le d g e  base. 
R isk  that occurred but w ere  not id en tified  prior to  the even t, w ill b e  d eta iled  in  L e sso n s  L earned.
Reorganizing Business Analysis in an IT EnvironmentProject Management Plan v 0.4
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1 5 .1 . R i s k  R e g i s t e r
T h e fo llo w in g  risks h a v e  b een  id en tified . S takeholders are a k ey  co m p o n en t fo r  th e  su c c e ss  o f  th is  project, and as such  m an y  o f  the  
risks surround them
R is k  Id e n tif ic a tio n R isk A n a ly s is Response P lann ing Risk M onitoring and Control
Risk
ID Risk Category Trig g er Point Potential Outcome Raised  By
Date
Raised Source Im pact
Prob­
ability
Matrix
Score Q ualitative Im pact
Risk
Strategy Response Notes/Plan Ow ner Status
Trigger
Date Notes
1 Tech - Scope Interyew Process There is a risk that the 
scope becomes 
unmanageable due to 
business analysis roles 
and business processes 
varying by team
SD 10/03/14 Other 0.4 0.5 0.20 Impact on schedule with 
need for multiple 
workflow options
Mitigate Research Best Practices to find 
solutions that offer flexibility in 
process workflow for instances of 
divergent practices, but standardized 
where possible.
SD Analysis
Complete
2 Org -  Project 
Dependencies
Recruitment of participants for 
interviews and focus groups
There is a risk that 
Management will not 
support examination and 
analysis of organization 
processes
SD 10/17/14 Stakeholder 0.4 0.5 0.20 Valuable information 
can be missed if a good 
cross section of the 
department doesn’t 
participate
Mitigate Explain project intent and provide 
overview of benefits. Stress positive 
aspects of project to department,and 
get buy in from execs
SD Triggered 1/12/5 E xe cs  required review of 
all materials and list of 
all employees to be 
contacted. Contact # 
had to be reduced from 
1/2 of staff (40) to less 
than 20. Narrowed down 
contact field to 16. Key 
individuals, maintaining 
good cross section. 
Gained approve! of 
sponsor and 
management
3 PM - Communication Low response to recruitment 
attempts by prospective 
interviewees
There is  a  risk that IT staff 
will be unwilling to 
participate in interyew and 
focus groups
SD 10/10/14 Stakeholder 0.4 0.5 0.20 Valuable information 
can be missed if a good 
cross section of the 
department doesn’t
Mitigate Stress the value of the project at a 
personal and organizational level. 
Assure privacy and confidentiality.
SD Planning
Complete
Mitigation approach and 
Exec support appear to 
have aided in willingness 
of prospecibe 
participant. Recruited 
and Interviewed 13 of 16 
prospects in initial 
recruitment. Followup 
required with < 20%
4 Tech -  Technology Data retrieval from PR  system There is a risk that will be 
unable to download data 
from the organization 
Project Request System 
to update the statistics 
regarding %hours spent 
on development
SD 10/10/14 Other 0.2 0.3 0.06 Require manual retrieval 
impact schedule and 
resource hours and 
possibly inaccurate 
data
Mitigate D iscuss with database techs and 
ensure data is available Request 
permission of sponsor to have 
assistance with retrieval
SD Planning
Complete
b Org -  Resources Scheduling Interviews There is a risk that 
participants will not be 
available to participate in 
interviews during their 
work hours
SD 10/30/14 Stakeholder 0.2 0.5 0.10 Key information may be Mitigate Work with potential participants to 
schedule when available, and keep 
time to a minimum
SD Resolved Management approved 
of employees being 
interviewed during 
regular work hours and 
supported aggressive 
interview timelines.
6 PM - Communication Data Analysis There is a risk that 
answers to interview 
questions will not provide 
requirements
SD 11/21/14 Stakeholder 0.4 0.3 0.12 W eak ineffective 
requirements due to 
missing real issues
Mitigate Use quality metrics to evaluate if 
answers are generating 
requirements. Use focus groups and 
Ishikawa to elicit effective responses 
after each round of interviews
SD Planning
Complete
Initial review of 
responses in progress 
for data received. 
Questions were reviewed 
and refined as interviews 
progressed.
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1 6 . S t a f f i n g  M a n a g e m e n t  P l a n
T h e P roject w ill c o n s is t  o f  a team  o f  v o lu n teers  from  the fin an cia l in stitu tion  studied  in th is  
b u sin ess  ca se  and s ta ff  from  the M S P M  program  at the U n iv ersity  o f  A la sk a  A n ch orage.
T he ro les and resp o n sib ilitie s  for the P roject M anager, the Prim ary A d v iso r  and the C om m ittee  
M em b ers is  p rov id ed  b elow :
Area of Sue Dulaney Roger Hull LuAnn Piccard Instructor of Record 
Responsibility Jim Bates (IOR) and Admin
Staff
Project
Management
PRIMARY OWNER Coaching, 
feedback and 
assessment
Coaching, 
feedback and 
assessment input
LuAnn Piccard and 
Staff
Communication 
and Stakeholder
Management
•  Clear 
description of 
project
•  Proactive 
selection of 
Advisor and 
Comm ittee  
members
•  Demonstrate 
effective 
communication 
and stakeholder 
m anagem ent by 
determ ining and 
coordinating 
necessary and 
agreed modes 
and setting 
expectations for 
timing, and 
emphasis or 
tailoring of 
feedback and 
communication 
across with PA 
and com m ittee  
(and other 
Stakeholders)
•  Provide regular 
status reports as 
agreed w ith PA 
and com m ittee
•  Email 
confirmation  
of agreem ent 
to  serve
•  Availability as 
agreed
•  Email 
confirmation  
of agreem ent 
to  serve
•  Availability as 
agreed
•  Faculty 
specialties 
matrix
•  Session Lectures
•  Syllabus
•  Blackboard 
materials
•  Announcements
•  AV set up
•  Final 
presentation  
schedule and 
logistics
•  Student and 
com m ittee  
support as 
requested
•  Adjunct Faculty 
appointm ent 
letters
•  Escalation path
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Area of Sue Dulaney Roger Hull LuAnn Piccard Instructor of Record
Responsibility Jim Bates (IOR) and Admin
Staff
•  Identify and 
resolve
communication
issues
•  Identify, balance 
and resolve 
contradictory 
inputs
•  Discuss and get 
signatures for 
"Expectations" 
from  student, 
advisor and 
com m ittee  
members and 
submit to PM 
office.
Project
Deliverables
•  Complete work  
per syllabus
•  Incorporate 
feedback from  
PA, com m ittee  
and
Stakeholders
Feedback •  Determ ine type, 
tim ing and 
form at of 
feedback from  
PA and 
com m ittee
•  Solicit, 
coordinate and 
integrate  
feedback from  
Stakeholders,
PA and
com m ittee for 
PPMs and final 
project 
deliverables
•  Identify, balance 
and resolve
Provide agreed 
feedback on timely 
basis
Provide agreed 
feedback on timely 
basis
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Area of Sue Dulaney Roger Hull LuAnn Piccard Instructor of Record 
Responsibility Jim Bates (IOR) and Admin
contradictory
inputs
Final Presentation •  Prepare
•  Present
•  Attend
•  Provide 
Feedback
•  Attend
•  Provide 
Feedback
•  Coordinate 
schedule and 
logistics
Assessment and 
Grading
•  Coordinate 
input from  
com m ittee  
for 4 PPMs 
and final 
project 
deliverables
•  Assignment 
of PPM 
scores
•  Provide 
scores to IOR
•  G o/No  
checkpoint 
recommenda 
tion
•  Assign final 
grade
Provide input to 
primary advisor 
for:
4 PPMs
Final deliverables 
Go/No 
checkpoints
•  Input 4 PPMs 
and final 
deliverables 
scores to  
Blackboard
•  Ensure 
consistency 
across students
•  Communicate 
go/no-go  
decisions to  
students
•  Input final grade 
to  UA Online
Administrative
Documents
•  GSP preparation  
and submission 
to  PM Office
•  Signed 
Expectations 
agreement
•  IRB submittal 
(686A)
•  Apply for 
graduation 
(686B)
•  RSVPfor 
Hooding and 
com m encem ent 
(686B)
•  Graduate 
Studies Plan 
(GSP signatures 
and processing
•  Include signed 
"Expectations" 
form  in student 
file.
•  DF paperwork  
and annual 
progress report 
for students
•  Graduation 
Audit
•  Graduation 
Requirement 
Report (GRR)
•  Archive final 
project 
deliverables
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17 . C o s t  B a s e l i n e
A  C ost B a se lin e  is  n ot required for  th is  project, s in ce  all w ork  w ill b e  done b y  vo lu n teers, there  
is  n o  procurem ent n eed ed , and the project has n o  budget.
18 . A p p l i c a t i o n  o f  K n o w l e d g e  A r e a s
A s part o f  th is project, the ap p lica tion  o f  P roject M an agem en t K n o w le d g e  A reas w ill b e  applied  
and their perform ance m easured . T he p lan for ap p lica tion  and m easu rin g  perform ance is  
p rov id ed  in  the fo llo w in g  table.
K n o w le d g e  A r e a P r io r it y P e r f o r m a n c e  M e t r ic M e t r ic  T a r g e t R e s p o n s e s
S c o p e  M a n a g e m e n t
H
N u m b e r  o f  r e v i e w  c y c le s  i t  t a k e s  t o  g e t  
r e q u ir e m e n t s  s i g n - o f f  b y  P r o je c t  S p o n s o r
N o  m o r e  t h a n  f o u r  r e v ie w  c y c le s
I f  m o r e  t h a n  f o u r  c y c le s  r e q u ir e d  
t o  g a t h e r  r e q u ir e m e n t s ,  r e v ie w  
h o w  r e q u ir e m e n t s  w e r e  g a t h e r e d  
a n d  d o c u m e n t  i s s u e s  in  le s s o n s  
le a r n e d .
H C a lc u la t e  t h e  %  o f  c h a n g e  r e q u e s t s  o p e n e d  
b e c a u s e  o f  m is s e d  r e q u ir e m e n t s .
<  2 0 %  p e r  w e e k l y  r e p o r t in g  c y c le
M
C a lc u la t e  t h e  %  o f  c h a n g e  r e q u e s t s  o p e n e d  
b e c a u s e  o f  a  c h a n g e  o f  d ir e c t io n  b y  
s t a k e h o l d e r s  a n d  s p o n s o r .
<  2 0 %  p e r  w e e k l y  r e p o r t in g  c y c le
M Q u a n t i t y  o f  C h a n g e  R e q u e s t <  2 p e r  w e e k l y  re  p o r t in g  c y c le
Q u a l i t y  M a n a g e m e n t
H
D id  p r o je c t  r e q u ir e m e n t s  p r o v id e  a  p o s s ib le  
s o lu t io n
Y e s ,  p e r  r e v ie w  b y  P r o je c t  S p o n s o r
I f  n o , a n a ly z e  t h e  p r o c e s s  a n d  h o w  
it  c o u ld  h a v e  b e e n  m o r e  e f f e c t iv e  
A d d  t o  le s s o n s  le a r n e d .
H W e r e  t h e  in t e r v ie w  q u e s t io n s  e f f e c t iv e ?
>  6 0  %  o f  r e s p o n s e s  le d  to  
r e q u ir e m e n t s  ( g r e e n )
> 4 0  %  o f  r e s p o n s e s  le d  to  
r e q u ir e m e n t  ( y e l lo w )
<  3 0  %  o f  r e s p o n s e s  le d  to  
r e q u ir e m e n t  (r e d )
L e s s o n s  L e a r n e d :  W a s  t h e r e  b e t t e r  
w a y  t o  w o r d  q u e s t io n s ?  Im p r o v e  
Q u e s t io n s  d u r in g  p r o c e s s .
R is k  M a n a g e m e n t
H %  o f  Id e n t if ie d  R is k s  t h a t  O c c u r r e d
<  1 0 %  g o o d  m it ig a t io n  (g r e e n )  
< 3 0 %  q u e s t io n a b le  m it ig a t io n  
( y e l lo w )
> 4 0 %  p o o r  m it ig a t io n  ( r e d )
L e s s o n s  L e a r n e d :  W a s  t h e r e  b e t t e r  
w a y  t o  m it ig a t e  r is k ?
H %  o f  R is k  E v e n t s  t h a t  w e r e  n o t  id e n t i f ie d
< 2 0 %  o f  r e a l i z e d  r is k s  
u n id e n t i f ie d
L e s s o n s  L e a r n e d  &  A d d  t o  R is k  
R e g is t e r  f o r  n e x t  s i m i l a r  p r o je c t
M
%  o f  Id e n t if ie d  R is k s  w h e r e  r i s k  r e s p o n s e  
f r o m  R is k  M a t r ix  f a i l e d
< 1 0 %  g o o d  m it ig a t io n  (g r e e n )  
< 3 0 %  q u e s t io n a b le  m it ig a t io n  
( y e l lo w )
> 4 0 %  p o o r  m it ig a t io n  ( r e d )
A d d  A c t u a l  R e s p o n s e  t o  t h e  R is k  
R e g is t e r  a n d  e v a lu a t e  w h y  
p r o p o s e d  r e s p o n s e  w a s  n o t  
a p p r o p r ia t e
S t a k e h o l d e r  M a n a g e m e n t
H S t a k e h o l d e r  a t t e n d a n c e  a t  s c h e d u le d  
m e e t in g s  ( i n d iv id u a l  a n d  g r o u p  m e e t in g s ,  
in c lu d in g  i n t e r v ie w s  a n d  s t a t u s  m e e t in g s )
<  7 0 %  p a r t ic ip a t io n  G o o d  
< 5 0 %  p a r t ic ip a t io n  F a ir  
< 3 0 %  p a r t ic ip a t io n  P o o r
M a k e  m e e t in g s  b r i e f  a n d  p r o v id e  
i n c e n t iv e s  f o r  a t t e n d a n c e .  G e t  
b u y  in  f r o m  s t a k e h o ld e r s .  U se  
e m a il  t o  k e e p  i n f o r m e d  t o  a v o id  
i n t e r f e r in g  w it h  w o r k .
H
M e e t  d e l i v e r y  r e q u ir e m e n t s  f o r  s t a t u s  
r e p o r t s  t o  P r o je c t  C o m m it t e e  m e m b e r s  a n d  
P r o je c t  S p o n s o r
> 9 0 %  o n  t im e  e x c e l l e n t  (g r e e n )  
> 8 0 %  o n  t im e  f a i r  ( y e l lo w )
< 8 0 %  o n  t im e  p o o r  ( r e d )
T r a c k  i s s u e s  w it h  m e e t in g  
d e a d l i n e s  a n d  r e c o r d  in  le s s o n s  
l e a r n e d .  F in d  s t r a t e g ie s  to  
r e s o lv e .
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A p p e n d i x  A  -  C h a n g e  R e q u e s t  F o r m  a n d  C h a n g e  L o g
Change Request Form
SUBMITTER - GENERAL INFORMATION
C R #
S u b m it t e r  N a m e
B r ie f  D e s c r ip t io n  o f  
R e q u e s t
D a te  S u b m it t e d
D a te  R e q u ir e d
P r io r it y Low Medium High Critical
R e a s o n  f o r  C h a n g e
O t h e r  A r t i f a c t s  Im p a c t e d
A s s u m p t i o n s  a n d  N o t e s
A t t a c h m e n t s  o r  
R e f e r e n c e s
Yes No
L in k :
INITIAL ANALYSIS
H o u r  Im p a c t
D u r a t io n  Im p a c t
S c h e d u l e  Im p a c t
C o m m e n t s
R e c o m m e n d a t io n s
PROJECT MANAGER(C9CB) REVIEW - DECISION
D e c is io n Approved Approved
w/Conditions
Rejected More Info
D e c is io n  D a te
D e c is io n  E x p la n a t io n
C o n d it io n s
C Sue Dulaney, PM686B
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CHANG E M A N A G E M E N T LO G CHANG E M A N A G E M E N T LOG
Roject Name: Reorganizing Business Analysis in an n  Bivironment Roject Name: Reorganizing Business Analysis ir
Roject Manager Name: C. Sue Dulaney, FM Roject Manager Name: C. Sue Dulaney, FM
Roject Description: Recommend approach to reorganize the business analysis process w ithin a financial institution s  11 department using team member interview s and research ot Roject Description:
Recommend 
interview s an
pproach to 
d research
eorgam* 
jf best d
e the business analysis process w thin a financial institution's 11 department using team member I 
ractices____________________________________________________________________________________I
ID Cu rren t
Status PriorityP
C h ange  Req uest 
D escription
A s s ig n e d  To 
Ow ner
Exp ecte d ’
Resolution
Date
E scalation ’
Required
(Y/N)?
Action
Ste p s
Impact
S u m m ary
Ch ange
Req uest
Type
Date
Identified
A s s o c
ID
Entered
By
Actual
Resolution
Date
Final Resolution  
& Rationale
Open Critical EXAM PLE: Request for product functionality increase Y e s E X A M P LE  Analyze impact of requested change and then 
meet with the change control board (CCB) to present 
findings for final decision on the requested change
EXAM PLE: Roject scope, schedule, resources, and 
potentially budget may all be impacted
Roduct 01/01/06 EXAM P L E  The CCB has approved the change
Work In Rogress High EXAM PLE: The schedule slipped due to unexpected 
weather related events
No E X A M P LE  Adjust the schedule to account for the 
w eather related events
EXAM PLE: Roject schedules, resources, and possibly 
budget may all be impacted
Roject 01/01/06 EXAM P L E  Updated schedule reviewed and approved
Closed Medium Other
Low
H ”
r 3_
n -
riT_
C Sue Dulaney, PM686B
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R isk  R e g is te r
R e o rg a n iz in g  B u s in e s s  A n a ly s is  in a n  In fo rm a tio n  T e c h n o lo g y  E n v iro n m e n t
Risk Identification R is k  A n a ly s is R e s p o n s e  P la n n in g R is k  M o n ito r in g  a n d  C o n tro l
R is k
ID R is k  C a te g o r y T r ig g e r  P o in t P o te n tia l  O u tc o m e R a is e d  B y
D a te
R a is e d S o u r c e Im p a c t
P r o b ­
a b i l i ty
M a tr ix
S c o r e Q u a li ta t iv e  Im p a c t
R is k
S tr a te g y R e s p o n s e  N o te s /P la n O w n e r S ta tu s
T r ig g e r
D a te N o te s
1 T e c h  - S c o p e In te rv ie w  P ro c e s s T h e re  is a  risk th a t th e  
s c o p e  b e c o m e s  
u n m a n a g e a b le  d u e  to  
b u s in es s  a n a ly s is  ro les  and  
b u s in es s  p ro c e s s e s  vary in g  
by te a m
S D 1 0 /0 3 /1 4 O th e r 0 .4 0 .5 0 .2 0 Im p a c t on  s c h e d u le  w ith  
n e e d  fo r  m u lt ip le  
w o rk f lo w  options
M it ig a te R e s e a rc h  B e s t P ra c tic e s  to  find  
so lu tio ns th a t o ffe r  flex ib ility  in 
p ro c e s s  w o rk flo w  fo r in s ta n c e s  o f  
d iv e rg e n t p rac tices , but s ta n d a rd iz e d  
w h e re  possib le .
S D R e tire d
2 O rg  - P ro je c t 
D e p e n d e n c ie s
R e c ru itm e n t o f  p a r t ic ip a n ts  fo r  
in te rv ie w s  a n d  fo c u s  g ro u p s
T h e re  is  a  r is k  th a t 
M a n a g e m e n t  w ill no t 
s u p p o r t  e x a m in a t io n  a n d  
a n a ly s is  o f  o rg a n iz a t io n  
p ro c e s s e s
S D 1 0 /1 7 /1 4 S ta k e h o ld e r 0 .4 0 .5 0 .2 0 V a lu a b le  in fo rm ation  can  
be  m is sed  if a  good  
cro ss  sec tion  o f th e  
d e p a rtm e n t d o e s n ’t 
partic ip a te
M itig a te E x p la in  p ro ject in tent an d  p rov ide  
o v e rv ie w  o f b en efits . S tre s s  positive  
a s p e c ts  o f  p ro ject to  d e p a rtm e n t,a n d  
g e t buy in fro m  e x e c s
S D R e s o lv e d 0 1 /1 2 /1 5 E x e c s  re q u ire d  re v ie w  o f  
a ll m a te r ia ls  a n d  list o f  a ll 
e m p lo y e e s  to  be  
c o n ta c te d . C o n ta c t #  had  
to  b e  re d u c e d  fro m  1 /2  o f  
s ta ff (4 0 )  to  le s s  th a n  2 0 .  
N a rro w e d  d o w n  con tac t  
fie ld  to  1 6 . K e y  
ind iv idu a ls , m ain ta in in g  
g o o d  c ro s s  sec tio n . 
G a in e d  a p p ro v a l o f  
s p o n s o r an d  
m a n a g e m e n t
3 P M  - C o m m u n ic a t io n L o w  re s p o n s e  to  recru itm en t  
a tte m p ts  by p rosp ective  
in te r / ie w e e s
T h e re  is  a  r is k  th a t  IT  s ta f f  
w i l l be  u n w illin g  to  
p a r t ic ip a te  in  in te rv ie w  a n d  
fo c u s  g ro u p s
S D 1 0 /1 0 /1 4 S ta k e h o ld e r 0 .4 0 .5 V a lu a b le  in fo rm ation  ca n  
b e  m is s e d  if a  good  
c ro s s  sec tio n  o f  th e  
d e p a rtm e n t d o e s n ’t 
p a rtic ip a te
M itig a te S tre s s  th e  v a lu e  o f  th e  p ro jec t a t  a  
p e rs o n a l a n d  o rg a n iz a tio n a l leve l. 
A s s u re  p rivacy  a n d  con fiden tia lity .
S D R e tire d M itig a tio n  ap p ro a c h  and  
E x e c  s up port a p p e a r  to  
h a v e  a id e d  in w illin g n e ss  
o f p ro sp ec itve  p artic ipan t. 
R e c ru ite d  and  
In te rv ie w e d  13  o f 16  
pro s p e c ts  in initial 
re cru itm en t. F o llo w u p  
req u ired  w ith  < 2 0 %
4 T e c h  - T e c h n o lo g y D a ta  re trieva l fro m  P R  sys te m T h e re  is a  risk th a t w ill be  
u n a b le  to  d o w n lo a d  d a ta  
fro m  th e  o rg an iza tio n  
P ro je c t R e q u e s t S y s te m  to  
u p d a te  th e  statistics  
reg ard in g  % h o u rs  sp e n t on  
d e v e lo p m e n t
S D 1 0 /1 0 /1 4 O th e r 0 .2 0 .3 0 .0 6 R e q u ire  m a n u a l retrieva l 
im p act s c h e d u le  and  
re s o u rc e  hou rs  an d  
possibly  in a c c u ra te  d a ta
M itig a te D is c u s s  w ith  d a ta b a s e  te c h s  an d  
e n s u re  d a ta  is  a v a i la b le  R e q u e s t 
p e rm is s io n  o f  s p o n s o r  to  h a v e  
a s s is ta n c e  w ith  re tr ie v a l
S D R e tire d S c h e d u le d  to  h a v e  
e x tra c t p e rfo rm e d  th e  
w e e k  o f 3 /2 /1 5 .
5 O rg  - R e s o u rc e s S c h e d u lin g  In te rv ie w s T h e re  is  a  r is k  th a t  
p a r t ic ip a n ts  w ill n o t be  
a v a i la b le  to  p a r t ic ip a te  in  
in te r v ie w s  d u r in g  th e ir  w o rk  
h o u rs
S D 1 0 /3 0 /1 4 S ta k e h o ld e r 0 .2 0 .5 0 .1 0 K ey in fo rm ation  m a y  be  r M itig a te W o rk  w ith  p o te n t ia l p a r t ic ip a n ts  to  
s c h e d u le  w h e n  a v a ila b le ,  a n d  k e e p  
t im e  to  a  m in im u m
S D R e s o lv e d M a n a g e m e n t  a p p ro v e d  of 
e m p lo y e e s  being  
in te rv ie w e d  during  
re g u la r  w o rk  hou rs  and  
su p p o rte d  a g g re s s iv e  
in te rv ie w  tim e lin e s .
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R is k
ID R is k  C a te g o r y T r ig g e r  P o in t P o te n t ia l  O u tc o m e R a is e d  B v
D a te
R a is e d S o u r c e Im p a c t
P r o b ­
a b i l i t y
M a tr ix
S c o r e Q u a li t a t iv e  Im p a c t
R is k
S t r a te g y R e s p o n s e  N o te s /P la n O w n e r S ta tu s
T r ig g e r
D a te N o te s
6 P M  -  C o m m u n ic a tio n D a ta  A n a ly s is T h e re  is  a  risk th a t a n s w e rs  
to  in te rv ie w  q u e s tio n s  w ill 
not p ro v id e  re q u ire m e n ts
S D 1 1 /2 1 /1 4 S ta k e h o ld e r 0 .4 0 .3 0 .1 2 W e a k  in e ffe c t iv e  
re q u ire m e n ts  d u e  to  
m is s in g  re a l is s u e s
M it ig a te U s e  qua lity  m e tric s  to  e v a lu a te  if 
a n s w e rs  a re  g e n e ra tin g  re q u ire m e n ts . 
U s e  fo c u s  g ro u p s  a n d  Is h ik a w a  to  
elic it e ffe c tiv e  re s p o n s e s  a f te r  e a c h  
ro und  o f  in te rv iew s
S D R e tire d In itia l re v ie w  o f  
re s p o n s e s  in p ro g re s s  fo r  
d a ta  re c e iv e d . Q u e s tio n s  
w e r e  re v ie w e d  a n d  
re fin e d  a s  in te rv iew s  
p ro g re s s e d . In fina l 
s ta g e s  o f  d a ta  a n a ly s is  
a n d  a p p e a r  to  h a v e  g oo d  
d a ta  fo r  re q u ire m e n ts
7 O rg  - S ta k e h o ld e r A t te m p t in g  to  G e t fe e d b a c k  
f ro m  p a r t ic ip a n ts  w h e n  in g ro u p  
o f  o th e r  p a r t ic ip a n ts
P a r t ic ip a n ts  w e re  fo r  th e  
m o s t p a r t v e ry  fo r th c o m in g  
w ith  th e ir  a n a ly s is  w h e n  
m e e t in g  o n e  o n  o n e , 
h o w e v e r  a  fo c u s  g ro u p  
m ig h t  b e  in t im id a t in g .
S D 0 2 /2 2 /1 5 S ta k e h o ld e r 0 .4 0 .5 0 .2 0 P a rtic ip a n ts  m a y  hold  
b a c k  on  ho n est  
a s s e s s m e n t if o th e r  c o -  
w o rk e rs /m a n a g e rs  a re  
p re s e n t in th e  room
M itig a te In s te a d  o f  m e e tin g  a s  a  g roup , 
provid ing  s p re a d s h e e t to  re v ie w  d a ta  
a n d  p ro v id e  a d d itio n a l fe e d b a c k .  
W h e n  n e e d e d  w ill sit w ith  partic ipan t  
o n  ind iv idu al bas is .
R e tire d
8 O rg  - P ro ject 
D e p e n d e n c ie s
U n a n t ic p a te d  r is k  tr ig g e re d  
w h e n  IR B  a p p ro v a l w a s  no t 
re c e iv e d  u n til J a n u a ry  5 . 
E x p e c te d  a p p ro v a l 1 1 /2 4 /1 4 .  
T o o k  in a d e q u a te  s te p s  to  
m it ig a te  r is k s  by re w o rk in g  
s c h e d u le  a n d  a c c e le ra t in g  t im e  
o n  o th e r  ta s k s  th a t  w e re  n o t 
d e p e n d e n t  o n  a p p ro v a l.
I f  IR B  a p p ro v a l d e la y e d  
u n a b le  to  s ta r t  in te rv ie w  
p ro c e s s ,  a n d  s c h e d u le  w i ll 
s lip
S D 0 1 /0 1 /1 5 O th e r 0 .4 0 .5 0 .2 0 T h is  w a s  a n  un p lan n ed  
risk. T r ig g e re d  on  
1 1 /2 4 /1 4
A c c e p t P ro c e s s  w a s  la te r  to  s ta rt an d  
s c h e d u le  s lipp ing  in c o m b o  w ith  
u n re a lis tic  P ro je c t S c h e d u le . P M  
w o rk in g  to  re v ie w  ta s k s  a n d  s c h e d u le  
to  g e t b a c k  o n  tra c k . C o n tin u in g  to  
re v ie w  po s s ib le
R e s o lv e d 1 1 /2 4 /1 4 A d d itio n a l w o rk  hou rs  
w e re  a d d e d  to  th e  P i's  
w o rk  s c h e d u le d . T im e  
w a s  ta k e n  o ff fro m  w o rk  
to  'ca tch  up' a n d  p ro ject 
s c h e d u le  w a s  re w o rked  
fro m  'da ys ' to  'ho urs '.
9 P M  -  E s tim atin g Did not e s tim a te  t im e  to  
perfo rm  d a ta  a n a ly s is  o r o th e r  
ta s k s  properly .
R is k  o f  la te  c o m p le t io n  o n  
p ro je c t
S D 0 3 /0 2 /1 5 S ta tu s  M e e tin g 0 .8 0 .3 0 .2 4 T h is  w a s  a n  u n id e n t if ie d  
r is k  b u t s h o u ld  h a v e  
b e e n  m it ig a te d  m u c h  
e a r lie r
M it ig a te In c re a s e d  h o u rs  to  b e  w o rk e d .  
W o rk e d  w ith  te a m  to  in c re a s e  
a v a ila b il i ty  o f  re s o u rc e  b y  ta k in g  d a y s  
o f f  f ro m  w o rk
S D R e s o lv e d 0 2 /2 6 /1 5 A d d itio n a l w o rk  hou rs  
w e re  a d d e d  to  th e  P i's  
w o rk  s c h e d u le d . T im e  
w a s  ta k e n  o ff fro m  w o rk  
to  'ca tch  up' a n d  p ro ject 
s c h e d u le  w a s  re w o rked  
fro m  'da ys ' to  'ho urs '.
10 0 .0 0
11 0 .0 0
12 0 .0 0
13 0 .0 0
14 0 .0 0
15 0 .0 0
16 0 .0 0
17 0 .0 0
18 0 .0 0
19 0 .0 0
2 0 0 .0 0
21 0 .0 0
22 0 .0 0
2 3 0 .0 0
2 4 0 .0 0
2b 0 .0 0
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R is k
ID R is k  C a te g o r y T r ig g e r  P o in t P o te n t ia l  O u tc o m e R a is e d  B y
D a te
R a is e d S o u r c e Im p a c t
P r o b ­
a b i l i ty
M a tr ix
S c o r e Q u a li t a t iv e  Im p a c t
R is k
S tr a te g y R e s p o n s e  N o te s /P la n O w n e r S ta tu s
T r ig g e r
D a te N o te s
2 6 0 .0 0
2 7 0 .0 0
2 8 0 .0 0
In s e r t  R o w s  A b o v e  T h is  L in e  O n ly In s e r t  R o w s  A b o v e  T h is  L in e  O n ly
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% Complete WBS Task Name Duration Start Finish Predecessors Resource Names
1 0 0 % 1 R e o r g a n iz in g  B u s in e s s  A n a ly s is  in  a n  IT  E n v ir o n m e n t 1 9 7 .7 1  d a y s ? F ri 8 / 2 9 / 1 4 T u e  4 / 2 8 / 1 5
1 0 0 % 1 .1 P r o je c t  M a n a g e m e n t 7 6 .5 7  d a y s F ri 8 / 2 9 / 1 4 M o n  1 2 / 1 / 1 4
1 0 0 % 1 .1 .1 P r o je c t  D o c u m e n t s 7 6 .5 7  d a y s F ri 8 / 2 9 / 1 4 M o n  1 2 / 1 / 1 4
1 0 0 % 1 .1 .2 K n o w le d g e  A r e a s  a n d  M e a s u r e m e n t s 6 9 .7 1  d a y s F ri 8 / 2 9 / 1 4 F r i 1 1 / 2 1 / 1 4 D u la n e y
1 0 0 % 1 .2 IR B  A p p r o v a l 7 5 .4 3  d a y s ? F ri 1 0 / 3 / 1 4 M o n  1 / 5 / 1 5 D u la n e y
1 0 0 % 1 .3 R e s e a r c h 1 2 1 .1 4  d a y s ? F ri 8 / 2 9 / 1 4 S a t  1 / 2 4 / 1 5 2 0
1 0 0 % 1 .3 .1 T e a m  S t r u c t u r e s 8 6 .8 6  d a y s S a t  1 1 / 2 2 / 1 4 T u e  3 / 1 0 / 1 5
1 0 0 % 1 .3 .2 D a ta  C o lle c t io n 4 5 .7 1  d a y s ? M o n  1 / 1 2 / 1 5 M o n  3 / 9 / 1 5 2 6
1 0 0 % 1 .3 .2 .1 R e s o u r c e  H o u r  D a ta 3 .4 3  d a y s ? T h u  3 / 5 / 1 5 M o n  3 / 9 / 1 5
1 0 0 % 1 .3 .2 .2 In t e r v ie w s 1 6  d a y s M o n  1 / 1 2 / 1 5 S a t  1 / 3 1 / 1 5
1 0 0 % 1 .3 .2 .3 B r a in s t o r m in g  - C o m p ile d  D a ta 9 .7 1  d a y s W e d  2 / 1 8 / 1 5 M o n  3 / 2 / 1 5
1 0 0 % 1 .3 .3 D a ta  A n a ly s is 1 0 .8 6  d a y s ? T h u  2 / 1 9 / 1 5 W e d  3 / 4 / 1 5
1 0 0 % 1 .3 .3 .1 D a ta  A n a ly s is 9 .7 1  d a y s ? T h u  2 / 1 9 / 1 5 T u e  3 / 3 / 1 5
100% 1.3.3.2 Create Tornado Diagram 4 hrs Fri 2 /2 7 /1 5 Mon 3 /2 /1 5 61 Dulaney
1 0 0 % 1 .3 .3 .3 Id e n t if y  T a r g e t  C a u s e s  P a r e t o  a n d  T o r n a d o 1 .1 4  d a y s T u e  3 / 3 / 1 5 W e d  3 / 4 / 1 5 6 2
1 0 0 % 1 .3 .3 .3 .1 S W O T  A n a ly s is 0  d a y s T u e  3 / 3 / 1 5 W e d  3 / 4 / 1 5
1 0 0 % 1 .3 .3 .3 .2 P r io r it iz e 0 .6 4  d a y s W e d  3 / 4 / 1 5 W e d  3 / 4 / 1 5
100% 1.4 Data Analysis Complete 0 days W ed 3 /4 /1 5 W ed 3 /4 /1 5 51 Dulaney
1 0 0 % 1 .5 S o lu t io n s 1 8 .2 9  d a y s ? T u e  3 / 3 / 1 5 W e d  3 / 2 5 / 1 5
100% 1.6 PPM 3 0 days Fri 3 /2 0 /1 5 Fri 3 /2 0 /1 5 91
100% 1.7 W orking Draft of Capstone Paper 0 hrs Fri 3 /2 0 /1 5 Fri 3 /2 0 /1 5 71
1 0 0 % 1 .8 B u s in e s s  P r o p o s a l/  R e c o m m e n d a t io n 1 1 .4 3  d a y s ? W e d  3 / 2 5 / 1 5 W e d  4 / 8 / 1 5
100% 1.8.1 Business Proposal/ Recommendation 0 days? W ed 4 /8 /1 5 W ed 4 /8 /1 5 Dulaney
100% 1.8.2 Executive Summary 2 hrs W ed 3 /2 5 /1 5 W ed 3 /2 5 /1 5 89 Dulaney
100% 1.8.3 Business Case 2 hrs W ed 3 /2 5 /1 5 W ed 3 /2 5 /1 5 89 Dulaney
100% 1.8.4 Current Situation 2 hrs Thu 3 /2 6 /1 5 Thu 3 /2 6 /1 5 89 Dulaney
100% 1.8.5 Requirements 2 hrs Sat 3 /2 8 /1 5 Sat 3 /2 8 /1 5 89 Dulaney
100% 1.8.6 Solutions Considered 1 hr Tue 3 /3 1 /1 5 Tue 3 /3 1 /1 5 89 Dulaney
100% 1.8.7 Recommended Solutions 4 hrs W ed 4 /1 /1 5 W ed 4 /1 /1 5 89 Dulaney
ID e
16
20
27
28
36
37
41
47
51
52
62
63
64
67
71
72
90
91
92
93
94
95
96
97
98
99
v '
s /
v '
s /
v '
s /
v '
s /
v '
s/
v'
s/
v'
s /
v'
v'
v'
v'
v'
Page 1
1
2
3
Reorganizing Business Analysis
ID e % Complete WBS Task Name Duration Start Finish Predecessors Resource Names
100 v ' 100% 1.8.8 Gap Analysis 2 hrs W ed 4 /1 /1 5 Thu 4 /2 /1 5 99 Dulaney
101 s / 100% 1.8.9 Transition Plan 3 hrs Sat 4 /4 /1 5 Sat 4 /4 /1 5 100 Dulaney
102 v ' 100% 1.8.10 Risk Benefit Analysis 0 hrs Sat 3 /2 8 /1 5 Sat 3 /2 8 /1 5 83,89 Dulaney
103 s / 100% 1.8.11 Risks and Other Factors 1 hr Sat 4 /4 /1 5 Sat 4 /4 /1 5 89 Dulaney
104 v ' 100% 1.8.12 Training Plan 4 hrs Fri 3 /2 7 /1 5 Sat 3 /2 8 /1 5 89 Dulaney
105 s / 100% 1.8.13 Team Structures 3 hrs Fri 3 /2 7 /1 5 Fri 3 /2 7 /1 5 89 Dulaney
106 v ' 100% 1.8.14 Tools and Techniques 4 hrs Thu 3 /2 6 /1 5 Fri 3 /2 7 /1 5 89 Dulaney
107 s / 1 0 0 % 1 .9 P P M  4 8  d a y s W e d  4 / 1 / 1 5 S a t  4 / 1 1 / 1 5
111 v ' 100% 1.10 Presentation 1 hr Tue 4 /2 1 /1 5 Tue 4 /2 1 /1 5 Dulaney
112 1 0 0 % 1 .1 1 P r o je c t  C lo s u r e 3 .4 3  d a y s T h u  4 / 2 3 / 1 5 T u e  4 / 2 8 / 1 5
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P r o je c t  M a n a g e r :  C . S u e  D u la n e y
R
eq
ui
re
m
en
t 
#
S o u r c e
(S t a k e h o ld e r
N a m e  o r
G r o u p ,
R e fe r e n c e
D o c u m e n t ,
e tc .)
S t a k e h o ld e r
R e g is t e r
R e fe r e n c e
R e q u ir e m e n t  D e s c r ip t io n R e q u ir e m e n t
C la s s if ic a t io n
(b u s in e s s ,
fu n c t io n a l,
r e g u la to r y ,
e tc .)
P r io r it y
H ,M .L
W B S
W o r k
P a c k a g e
R e fe r e n c e
Im p a c t A c c e p t a n c e
C r it e r ia
R is k
R e g is t e r
R e fe r e n c
e
K e y  D e p e n d e n c ie s ,  
Im p a c t s ,  C o n s t r a in t s
O w n e r
1 Advisory
Comm ittee 18 Develop Research Methodology Functional H 1.2.2 H
Approval by 
IRB SD
2
UAA IRB Approval business H 1.2.6 H
Receive 
sign off SD
3
Scope
Document Current Team  
Structures business M 1.3.1 L
Completed  
Org charts 
and roles and 
responsibilitie
s SD
4 Scope Resource Usage Data: Identify 
production support hours related  
to  product developm ent processes
business M 1.3.2.1 M Able to  
extend graph 
of past history 
with new data SD
5 Scope PM Interview Participants business H 1.3.2.2 H SD
Priority Level
H igh  These requirements are mission critical. They are required for project/product success or for progression to the next project phase.
M e d iu m  These requirements support product/process operations but can be completed under the next product release.
Lo w  These requirements are quality and/or functional process enhancements and are desirable if time and resources permit.
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fu n c t io n a l,
r e g u la to r y ,
e t c .)
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H ,M .L
W B S
W o r k
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R e fe r e n c e
Im p a c t A c c e p t a n c e
C r it e r ia
R is k
R e g is t e r
R e fe r e n c
e
K e y  D e p e n d e n c ie s ,  
Im p a c t s ,  C o n s t r a in t s
O w n e r
6 Scope PM Facilitate Focus Groups business L 1.3.2.3 M SD
7 WBS PM Record Interview  Results business H 1.3.2 .2 .1 H SD
8 Scope PM Perform Cause and Effect Analysis business H 1.3.3.1 H SD
9 Scope PM Prepare Pareto Diagram business H 1.3.3.1 H SD
10 Scope PM Perform SWOT Analysis business H 1.3.3.3 H SD
11
Scope
PM Prioritize Issues Identified by 
Analysis fo r possible changes business H 1.3.3.2.3 M SD
12
Scope
Docum ent
PM Research Best Practices for 
Business analysis and IT 
developm ent business H 1.3.1.3.3 H SD
13
Scope
PM Research vertical vs horizontal 
team  structures business M 1.3.1 .3 .1 M SD
Priority Level
H igh  These requirements are mission critical. They are required for project/product success or for progression to the next project phase.
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Lo w  These requirements are quality and/or functional process enhancements and are desirable if time and resources permit.
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K e y  D e p e n d e n c ie s ,  
Im p a c t s ,  C o n s t r a in t s
O w n e r
14
Scope
PM Research best practices for 
resource allocations of business 
analysis resources business H 1.3.1.2.3 H SD
15 Scope PM Identify Possible Solutions business H 1.5.3 H SD
16 WBS PM Analyze Solutions business H 1.5.2 H SD
17 WBS PM Develop Recom mendation business H 1.5.4 H SD
18
WBS
PM
Perform Gap Analysis and CBA business H 1.5.4 .8 H
M ay not have cost 
available SD
19
WBS
PM
Create Transition Plan business H 1.5.4.9 H
Sponsor 
agrees to  
consider 
recom m endat 
ions SD
Priority Level
H igh  These requirements are mission critical. They are required for project/product success or for progression to the next project phase.
M e d iu m  These requirements support product/process operations but can be completed under the next product release.
Lo w  These requirements are quality and/or functional process enhancements and are desirable if time and resources permit.
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N a m e  o r R e fe r e n c e (b u s in e s s , P a c k a g e R e fe r e n c
G r o u p , fu n c t io n a l, R e fe r e n c e e
R e fe r e n c e r e g u la to r y ,
D o c u m e n t ,
e t c .)
e t c .)
19
Change
PM
Perform Tornado Analysis
Rely on good 
feedback from
M anagem ent (Tornado Diagram) business H 1.3.3.2 H participants SD
Priority Level
H igh  These requirements are mission critical. They are required for project/product success or for progression to the next project phase.
M e d iu m  These requirements support product/process operations but can be completed under the next product release.
Lo w  These requirements are quality and/or functional process enhancements and are desirable if time and resources permit.
CHANGE MANAGEMENT LOG
Project Name: Reorganizing Business Analysis in an IT Environment
Project Manager Name: C. Sue Dulaney
Project Description: Identify areas of concern within the IT department and provide recommendations for revisions to organizational structure, processes and procedures
ID CurrentStatus Priority
Change Request 
Description
Assigned To 
Owner
Expected
Resolution
Date
Escalation
Required
(Y/N)?
Action
Steps
Open C ritic a l EXAMPLE: Request for product functionality increase Yes EXAMPLE: Analyze impact of requested change and then 
meet with the change control board (CCB) to present findings 
for final decision on the requested change
Work In Progress High EXAMPLE: The schedule slipped due to unexpected weather 
related events
No EXAMPLE: Adjust the schedule to account for the weather 
related events
Closed Medium
Low
1 Closed Medium The schedule for interviews slipped due to unanticipated delay 
of approval by IRB
SD 01/01/15 Yes Adjust the schedule to adjust for late start of interviews; 
Increase number of interviews done/day
2 Closed Medium Change in approach for selection and number of participants 
by FI IT Managers (realized risk)
SD 01/21/15 No Provide recruitment email, consent form, list of potential 
participants to IT Management for approval
3 Closed Medium Update schedule to add transition plan for final reorganization 
recommendation
SD 02/01/15 No Add recommendation for transitioning proposed changes into 
targeted organization based on analysis (CBA and gap 
analysis)
4 Closed Low update risk register S D 01/28/15 No update risks, assign impact
5 Closed Low update change management process S D 01/28/15 No Add efficiency to change management and permit PM to own 
project. More detailed change management log will provide 
better information to advisory committee and stakeholders, 
improve communication
6 Closed Low update change management log S D 01/28/15 No Record new change requests, update status on existing
7 Closed Low update requirements S D 01/28/15 No Add newly approved changes to requirements document
8 Closed Low update requirements traceability matrix S D 01/28/15 No Update with new requirements and any new actions on existing 
entries
9 Closed Low update wbs S D 01/28/15 No Update with new requirements, synch with Gantt
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Project Name: Reorganizing Business Analysis in ar IT Environment
_____________________________________________________________________________________Project Manager Name: C. Sue Dulaney
Project Description: Identify areas of concern within the IT department and provide recommendations for revisions to organizational structure, processes and procedures
Impact
Summary
Change
Request
Type
Date
Identified
Assoc
ID
Entered
By
Actual
Resolution
Date
Final Resolution 
& Rationale
EXAMPLE: Project scope, schedule, resources, and potentially 
budget may all be impacted
Product 01/01/06 EXAMPLE: The CCB has approved the change
EXAMPLE: Project schedules, resources, and possibly budget 
may all be impacted
Project 01/01/06 EXAMPLE: Updated schedule reviewed and approved
Other
Project schedules, quality and resources may be affected Project 11/26/15 sd PM 01/25/15 Approved
Contributed to interview schedule slipping along with IRB delay Project 01/09/15 sd PM 01/23/15 Received approval from managers to proceed with contacting approved participant 
list. Contact documents approved.
Project schedule will be updated, but schedule will not be 
impacted. This will improve quality of final deliverable and 
provide improved ability to support the recommendation.
Product 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
Low impact but resource required Project 02/01/15 sd PM 02/02/15 Approved
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PM 686A C.S. Dulaney FN: 
Stakeholder Register Tem plate
Id e n t if ic a t io n  In fo r m a t io n A s s e s s m e n t  In fo r m a t io n  (T h e ir  p r o je c t  r e q u ir e m e n t s  a
Organization Position/Title Location Role Contact Information M ajor requirements Measures of 
Success
Expectations
In t e r n a l S t a k e h o ld e r s  (internal to  
perform ing organization)
Sue Dulaney The Subject 
Organization
Sr. Business 
Systems Analyst
Electronic and 
Card
Applications
Project
Manager
X 2171 Improve Business 
Analysis allocating 
process. Reduce day-to- 
day support 
requirements
M ike Brady The Subject 
Organization
Vice President, 
IM  Governance
Inform ation
M anagem ent
Project
Sponsor
X 2347 Rework BA structure; 
cross team  availability ; 
standardized processes
Improve business 
analysis; increase 
resources for dev 
projects
John Shipe The Subject 
Organization
CIO M anagem ent
Information
Systems
Stakeholder X 2994 Increase resource 
availability
Complete annual 
project initiatives 
on tim e
M ike Longlet The Subject 
Organization
Senior Vice 
President, IM  
Applications
Information
M anagem ent
Stakeholder X 2700 Increase resource 
availability
Improve vendor 
selection process
Tim Mielak The Subject 
Organization
Applications 
Group Manager
Information
M anagem ent
Stakeholder X 2168 Reduce num ber of 
trouble tickets opened 
and support hours
Time to  do more  
cutting edge 
projects
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Organization Position/Title Location Role Contact Information M ajor requirements Measures of
Success
Expectations
In te r n a l S t a k e h o ld e r s  (internal to  
performing organization)
M ike O'Reilly The Subject 
Organization
Applications
Group
Supervisor
Information
M anagem ent
Stakeholder X 6335 Reduce tim e spent on re­
working program code
Cameron Taylor The Subject 
Organization
Programmer 
Analyst III
Information
M anagem ent
Stakeholder X 2176 Stay off phone,
Bill Pollard The Subject 
Organization
Sr. Programmer 
Analyst
Information
M anagem ent
Stakeholder X 2758
Ian Keating The Subject 
Organization
Sr. Programmer 
Analyst
Information
M anagem ent
Stakeholder X 2167
Tracey Seidel The Subject 
Organization
Sr. Business 
Systems Analyst
Information
M anagem ent
Stakeholder X 2508
Marcella Knowlton The Subject 
Organization
Applications
Group
Supervisor
Information
M anagem ent
Stakeholder X 2566
Cindy Deats The Subject 
Organization
Sr. Business 
Systems Analyst
Information
M anagem ent
Stakeholder X 2571
Eric Buring The Subject 
Organization
Business 
Systems Analyst 
II
Information
M anagem ent
Stakeholder X 6619
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Organization Position/Title Location Role Contact Inform ation M ajor requirem ents Measures of 
Success
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In te r n a l S t a k e h o ld e r s  (internal to  
performing organization)
Angie Bryan The Subject 
Organization
Sr. Business 
Systems Analyst
Information
M anagem ent
Stakeholder X 2589
Steph Enders The Subject 
Organization
Sr. Business 
Systems Analyst
Information
M anagem ent
Stakeholder X 3945
Charity Chamberlain-Reopelle The Subject 
Organization
Business 
Systems Analyst 
II
Information
M anagem ent
Stakeholder X 6003
LuAnn Piccard UAA
PM Program 
Director
MSPM Office Com m ittee
M em ber
786-1917
lpiccard@uaa.alaska.edu
Roger Hull UAA Instructor MSPM Office Comm ittee
M em ber
786-1923
rkhull@uaa.alaska.edu
Jim Bates UAA Adjunct
Professor
MSPM Office Com m ittee
M em ber
854-6790 jlbates@ go- 
big.com
Seong Dae Kim, Ph.D
UAA Associate
Professor
MSPM Office Com m ittee
M em ber
786-1922
sdkim2@uaa.alaska.edu
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PROJECT CHARTER
Reorganizing Business Analysis in an 
Information Technology Environment
Abstract
This project was initiated to identify changes needed for the existing structure of the business analysis 
process and the organization of Business Analysts within the Information Technology (IT) department 
of a major financial institution. The organization currently experiences a large number of quality 
issues that are found after the products are implemented rather than during project Initiation, Planning 
or Execution phases. This results in re-work costs, shortage of resources for strategic initiatives and 
issues with both employee morale and customer satisfaction. Management has identified weak 
business analysis processes as a key driver in the high number of resource hours spent on day-to- 
day unplanned issues.
Analysis of data collected from interviews conducted with a cross-section of the IT staff were used to 
identify areas to be considered for process improvement. The current state was researched using 
data obtained from the interview process and data analyzed and prioritized using Cause and Effect 
Analysis. Pareto and Tornado analysis provided further insights into the data. Using the results of 
the data analysis, some potential short-term and long-term solutions were selected to address 
identified weaknesses, and potentially reduce time spent on unanticipated non-discretionary tasks,
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1 EXECUTIVE SUMMARY
The Information Technology (IT) Department of a local credit union is responsible for 
development and support of all technology solutions for the organization. The department is 
well staffed with business analysts and programmers to support these goals. With the number 
of resources available and the skill levels of those resources, the department has the capacity to 
be a premier IT shop.
Ideally business analysts would be available across all teams using consistent procedures. 
They could provide “best fit” solutions that meet the needs of their business units, ensure the 
solutions integrate with existing applications and provide high quality deliverables while leading 
the effort to complete the annual technology portfolio on schedule.
Unfortunately, in the current environment business analysts are siloed within application teams 
restricting their exposure to the “big picture”, and only involved on other teams’ projects where 
there is obvious crossover of applications. Quality issues have resulted in solutions that are 
missing key functionality needed by the business units, a high number of “bugs” are reported 
immediately following implementation and there are increased member and internal issues to 
investigate and resolve. As a result, there are costs to the IT Department and the credit union 
as a whole.
It is estimated that less than 60% of the key initiatives within the technology plan portfolio were 
completed last year meaning that projects designed to provide additional benefit to the 
membership were not delivered, impacting the credit union’s ability to maintain a competitive 
edge and potentially losing revenue.
Moreover, the quality issues result in a loss of reputation and lower the morale of the IT staff. 
Data analysis by IT Governance shows that only about 12% of IT resource hours were spent on 
the technology initiatives in 2011 projects and projections show that number to be steadily 
decreasing while the number of hours spent on support is increasing. Management has 
identified weak business analysis processes in requirements gathering and testing as key 
contributors to this situation.
Business analysis has a strong impact on the success or failure of the annual technology project 
portfolio. Interviews and focus groups will be used to identify the key drivers of these issues, 
using both Cause and Effect and SWOT Analysis to prioritize possible solutions, and developing 
a proposal of potential changes based on Best Practices.
Additionally, changes to the allocation of business analysis resources will be researched to 
determine the advantages and disadvantages of moving to a horizontal structure. Having 
business analysts assigned to projects across all teams could maximize resource usage and 
broaden the knowledge of the business analysts, increasing productivity and improving quality.
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Recommendation for changes will be driven by the feedback from the data analysis and 
stakeholder focus groups to ensure stakeholder buy in. It is anticipated that these changes will 
decrease the time programmers and business analysts spend on day-to-day issues, and free 
them up to address the key strategic initiatives so important to the success of the organization.
2 PURPOSE OF THIS DOCUMENT
The purpose of a Project Charter is to record agreement among the project team members and 
sponsors that the scope, assumptions, and limitations of the project are understood. The 
Project Sponsor must approve the Charter before work proceeds.
This Project Charter ensures that all project stakeholders share a common understanding of:
• Sponsor’s need for increased resource availability for organization’s key initiatives
• The scope of this project is to provide a formal recommendation to improve business 
analysis processes and organizational structure
• Roles, responsibilities and functions of the project team are detailed in the stakeholder 
register.
If any changes occur that affect the content of this Charter, then the Charter must be modified. 
Change in one part of the Charter may affect any or all other parts of the Charter, including the 
schedule and scope. In this case a Project Charter Addendum will be prepared for Project 
Sponsor approval.
3 PROJECT JUSTIFICATION
The organizations inability to complete annual goals affects MIS Information Management 
Applications and the credit union as a whole as key projects are delayed or canceled each year. 
These initiatives are important to keep the credit union competitive in today’s fast changing 
market and to meet its financial and business goals. In addition, the members of the credit 
union and staff are adversely affected by production issues which can affect the organization’s 
reputation, its financial strength and the morale of its employees. Process improvement to the 
project requirements gathering and/or testing processes are expected to reduce the number of 
issues being introduced into production and free up resources to do more product development.
4 PROJECT PURPOSE
This project will provide recommendations to enhance the overall success of the IT department 
and the credit union. The goals include:
Increase business unit satisfaction by providing more of the key initiatives each year 
Support business analysts in their day-to-day roles by providing consistent performance 
Reduce the number of production support hours that interrupt employees and interfere with 
meeting product development deliverable schedules.
Improve job satisfaction and morale by providing business analysts with wider organizational 
exposure and reducing job stress caused by unexpected, high visibility production issues.
In addition there will be benefits to other areas within the credit union, including:
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• Improve member satisfaction by having fewer errors in member facing applications
• Improve staff satisfaction by having fewer day-to-day issues while trying to perform their job 
functions
• Reduce the number of calls coming into the Member Services and Online Support 
departments for the member facing applications
5 SCOPE
This project is being undertaken to discover whether changing the existing structure of 
business analysts within the IT department of a major financial institution and improving 
certain processes and procedures would improve the utilization of resources by 
decreasing the number of hours IT resources spend on resolving day-to-day production 
issues.
The organization currently experiences a large number of quality issues that are found 
after the products are implemented rather than during development and test. This 
situation results in rework costs, shortage of resources for strategic initiatives and 
employee morale and customer satisfaction issues.
Research will be conducted to assess the status quo, investigating alternative methods 
for assigning business analysis resources, interviewing Stakeholders, analyzing the 
data, and researching best practices for business analysis.
• The current vertical or “silo” team structure will be analyzed and a SWOT analysis 
conducted using inputs from interviews with team members at all levels of the 
department.
• A cause and effect diagram will be prepared and a “Pareto” analysis of the causes will 
be produced.
• A cross-organizational approach for provision of business analysis services will be 
examined.
• Current work flow will be reviewed and analyzed.
• Production support hours versus development hours of the IT staff will be analyzed 
using data obtained from the organization's Project Request System.
• Best practices and other IT organizations' methodologies will be researched.
The project will deliver to the project sponsor a Business Proposal containing 
recommendations for changes along with supporting documentation, such as 
organizational charts, revised processes and procedures and tools and techniques 
identified as beneficial to reducing the percent of IT resource hours spent on production 
support. It will also include a cost/benefit analysis of the proposed improvements.
The project is targeted for completion by April, 2015. Since this project is being 
performed on a volunteer basis and no expenses anticipated, there is no monetary 
budget.
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5.1 PROJECT COMPLETION DEFINITION_________________________________
The project will be completed when the Business Proposal is completed and the Project 
Sponsor agrees to consider the recommendations provided in the document.
5.2 PROJECT ASSUMPTIONS_________________________________________________
This research assumes that the key drivers of production support hours interfering with having 
resources available for product development are related to inconsistent business analysis 
processes and procedures which are further magnified by business analysts being organized 
vertically in the organization.
Additionally, the research assumes that there are no shifting priorities or changes in business 
objectives by the Board of Director, and thereby changing the Information Technology 
department’s focus.
5.3 PROJECT CONSTRAINTS_________________________________________________
This project will focus on improving business analysis within the Information Technology 
department and the most effective way to allocate these resources.
5.4 CRITICAL SUCCESS FACTORS____________________________________________
All of the following factors are critical to the success of this project.
•  Access to staff within multiple teams within the Information Managem ent department
•  Ability to access data within the Project Request System and perform predictive analysis
•  Co-operation of the IT Department management
•  Good working relationship with Capstone Advisor and Committee
•  Ability to interface with the Portfolio Management department to ensure integration with their 
vision
•  Co-operation from the case study organization.
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6 SCHEDULE
5.2 - Project Schedule.final.Dulanev.Reoraanizina Business Analvsis.042515.mDD
ID
e _
%
Com plete
WBS Task: Name Duration Start Finish Predecessors
W 1 T
1 99% 1 Reorganizing Business Analysis in an IT 
Environment
197.71
days?
Fri 8/29/14 Tue 4/28/15 1
2 100% 1.1 Project Management 76.57 days Fri 8/29/14 Mon 12/1/14 1
3 100% 1.1.1 Project Documents 76.57 days Fri 8/29/14 Mon 12/1/14 1
16 >/ 100% 1.1 .2 Knowledge Areas and Measurements 69.71 days Fri 8/29/14 Fri 11/21/14 1
20 s f 100% 1.2 IS El Approval 75.43 days? Fri 10/3/14 Mon 1/5/15
27 > / 100% 1.3 Research 121.14 days? Fri 8/29/14 Sat 1/24/15 20 1
28 100% 1.3.1 Team Structures 86.86 days 5at11/22/14 Tue 3/10/15
36 100% 1.3.2 Data Collection 45.71 days? Mon 1/12/15 Mon 3/9/15 26
37 100% 1.3.2.1 Resource Hour Data 3.43 days? Thu 3/5/15 Mon 3/9/15
41
*
100% 1.3,2.2 Interviews 16 days Mon 1/12/15 Sat 1/31/15
47 100% 1.3,2.3 Brainstorming - Compiled Data 9.71 days Wed 2/18/15 Mon 3/2/15
51 r 100% 1.3.3 Data Analysis 10.86 days? Thu 2/19/15 Wed 3/4/15
7 WORK BREAKDOWN STRUCTURE (WBS)
Reorganizing 
Business Analysis 
in an IT 
Environment
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7.1 PRELIMINARY MILESTONE DELIVERABLE DATES
Milestones Estimated Completion Timeframe
IRB Approval N ovem ber 21, 2015
Project Management Plan Approval N ovem ber 26, 2015
Perform interviews Decem ber 30, 2014
Complete “Pareto” Analysis January 26, 2015
Perform SW OT A nalysis o f  Cause/Effect January 28, 2015
D esign Proposed Process Changes February 6, 2015
Perform Organizational Risk Analysis March 17 ,2015
D eliver Business Proposal for Approval to Project 
Sponsor
April 8 ,2015
8 TEAM AND STAKEHOLDERS SUMMARY
8.1 MANAGEMENT TEAM__________________________________________________
Project Sponsor -  Mike Brady
Project Stakeholders -  Business Analysts, Programmers, Supervisors, and Group Managers, 
Organizational Management Team, and customers as detailed in the Stakeholder Analysis
8.2 PROJECT TEAM_______________________________________
Project Manager -  C. Sue Dulaney 
Project Advisor -  Roger Hull
Project Committee -  LuAnn Piccard, Jim Bates, Seong Dae Kim, Ph.D.
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9 RISKS IDENTIFICATION
Risks include the following:
• The scope of the project growing unmanageable if it is found that due to diversity of teams, 
multiple approaches will be needed.
• Unwillingness of project stakeholders to participate in interviews and requirements 
gathering.
• Inability to quantify resource hours spent on production and maintenance issues versus 
development projects
• Unwillingness of management to permit examination of their processes and procedures.
• Inability to identify a one-size fits all solution that would permit true standardization of 
procedures
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10 APPROVAL
Signature:_____________________________________________________________
Name: Mike Brady
I agree that the scope as defined in this docum ent is acceptable. I also agree to provide funding 
for this project as it is defined in this document.
Signature:
Name: Roger Hull
I agree that the scope as defined in this docum ent is acceptable. I also agree to assist in the 
delivery o f the scope as it is defined in this document. I recognize that the responsibility for the 
delivery o f the scope and the authority on this project rests with the Project Owner.
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11 NOTES TO VERSIONS
Version Author(s) Role Date
0.1 Dulaney Project Manager 9/4/14
Description of Version (or modifications) :
Preliminary Draft of Project Charter
0.2 Dulaney Project Manager 9/25/14
Description of Version (or modifications) :
Revisions based on Committee feedback and updating risks
0.3 Dulaney Project Manager 10/17/14
Description of Version (or modifications) :
Revised Project Scope and Project Title
0.4 Dulaney Project Manager 12/8/14
Description of Version (or modifications) : FINAL
Update and refine Project Charter
0.5 Dulaney Project Manager 4/25/15
Description of Version (or modifications) :
Review and update Abstract, Project Schedule and W BS
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Michael S. Brady 
P.O.Box 196613 
Anchorage, AK 99519-6613 
September 9, 2014
Ms. Piccard
University of Alaska Anchorage 
University Center, Room 155 
3901 Old Seward Highway 
Anchorage, AK 99503
Dear Ms. Piccard,
I am pleased to acknowledge my support for Sue Dulaney’s Capstone project to optimize 
resource availability for key initiatives by improving the processes and procedures used 
in software product development. Our organization is continually looking for ways to 
improve quality, enhance member satisfaction and increase our competitive edge. Her 
proposed work could lead to new efficiencies, resulting in a reduction in the level of 
effort to maintain the technology deployed to support our business. In turn, we can 
reinvest that time on new development projects to improve products and services.
While internalizing many of the valuable lessons learned from your MSPM program, Sue 
continues to identify ways to refine our processes and increase quality and productivity. I 
am excited to be able to support Sue in this process and look forward to benefits which 
this research can provide to our organization.
Sincerely
